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FOREWORD 


This book was written for members of the new Manazement Category of the federal 
Public Service that came into effect on April 1, 1981. A copy will be given to each 
member in that category. As implied by the title, it provides managers with a general 
outline of the personnel rules and practices in the federal Public Service. It is not 
intended to be a “how to”? manual, and is certainly neither a substitute for the 
Personnel Management Manual (PMM) nor for the expertise of the specialists in 
various areas. In short, the aim of the book is to describe the personnel climate in 
which managers must operate and to alert them to situations with which they may 
have to contend. 


This book is sponsored jointly by the Treasury Board Secretariat and the Public 
Service Commission, since most of the important personnel areas come under the 
jurisdiction of these two agencies. They are sharing also in the costs of its preparation 
and distribution. 


While an attempt was made to cover most areas of common interest to senior man- 
agers and executives in all departments and agencies, it is not exhaustive. For example, 
personnel matters that are of interest to only a few departments are passed over 
quickly or not included at all. This was done deliberately in an effort to keep the 
book fairly short. Furthermore, it was felt that managers could readily obtain per- 
sonnel information on internal matters from within their own departments. 


An effort has also been made to provide more detail in those areas where many 
managers have to take action, for example in the chapter on Classification, and less in 
those areas where the intention is primarily to inform, for example, in the chapter on 
Personnel Framework. 


It is recognized, too, that much of the content will be familiar to a significant 
proportion of senior line managers who have been employed in the federal Public 
Service for several years. Thus, it will be of most benefit to those who are entering 
the Management Category from outside the Public Service and to those who are 
entering it from staff positions within the Public Service where they were mainly 
concerned with a few areas of expertise. 


As indicated in the Conclusion, it is our intention to publish a second edition in 
about two years, thus allowing a reasonable opportunity to obtain a reaction to its 
style and contents. Another reason for the two-year period between editions is that 
personnel policies are evolving constantly. Therefore, between issues, those who wish 
to be certain that a policy is applicable at any given time should refer to the Personnel 
Management Manual (PMM) and the Administrative Policy Manual (APM) of the 
Treasury Board, the Staffing Manual of the Public Service Commission (PSC) and 
pertinent directives issued by both agencies in the intervening period. 
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MANAGEMENT CATEGORY 


The Management Category in the Public Service comprises senior public servants 
below the deputy head level (it does not include those appointed by Governor in 
Council). It creates an identifiable management group responsible for carrying out 
government programs efficiently and effectively. It also provides deputy heads and 
other managers with new and more flexible personnel programs and the authority 
with which to achieve their objectives. 


The initial configuration of the category represents some 4000 managers who are 
allocated to two groups: the Executive group and the Senior Management group. 
There were about 2200 managers in the Executive group and about 1800 in the 
Senior Management group at the time of conversion (April 1, 1981). 


The new category was developed and implemented with the advice and direct 
participation of a considerable number of senior managers in departments and central 
agencies. A committee known as the Interdepartmental Committee on Personnel 
Policies for Managers was set up to provide policy advice on the creation of the new 
category. The committee continues to exist. 


The classification system employed is similar to that in effect for managers in various 
private organizations in Canada. It is basically a point-rating system which evaluates 
managerial positions in three main areas, namely, know-how, problem-solving, and 
accountability. 


For the most part, managerial positions in the medical and legal groups are not 
included. These groups are limited in size and there is little movement between them 
and other managerial positions. However, legal and medical officers who are assistant 
deputy heads are included in the Management Category. 


There are five levels and salary ranges in the Executive group, each with a minimum 
and maximum pay scale rate. There is only one range for the Senior Management 
group, which is the group immediately below the lowest Executive level; in effect, it 
is the intake group for this level. 


Since each manager has received an explanatory booklet on the new category, 
or will on appointment, it is not necessary to go into much detail here. However, it 
may be pertinent to recall why the new Management Category was created and a few 
of its salient features. 


The new category permits the development of personnel policies for senior managers 
that in turn provide a basis for better management of and by the senior cadres of the 
Public Service through improved methods of staffing, training, classification, deploy- 
ment, performance review and accountability. 


More specifically , its purpose is to: 
— provide a clear and distinct identification of those with managerial responsibilities; 


— provide acommon and uniform approach to compensation for managers, including 
a distinction between high and low achievers and appropriate relativity with 
others within and outside the Public Service; 


— foster the optimal use and development of managerial personnel; 
— facilitate the establishment of senior managerial selection criteria; and 


— permit the development of policies which make it possible to hold deputy heads 
and subordinate managers more accountable for their performance. 


A key feature of the new plan is an ‘‘appointment to level’? approach. In effect, 
“appointment to level’ allows the decision on an individual’s personal level to be 
separated from the level of the duties that are assigned to that individual, as long as 
the individual’s personal level does not change. For example, an employee may be 
moved around from position to position to broaden his or her experience without 
too much regard for the nominal level of the positions involved. In short, within the 
parameters of the Management Category Exclusion Approval Order, deputy heads 
have an enhanced ability to allocate their senior departmental personnel in poser to 
carry out their programs. 


As an incentive to good performance, a performance award program has been 
introduced. Awards may be given to managers who have reached the maximum of 
their salary range and whose level of performance and contribution has been assessed 
as superior or outstanding. Although the awards are given for one year only, they 
may be re-earned in subsequent years under the same criteria. Managers rated as 
outstanding may get an award of up to 15 per cent and those rated as superior an 
award of up to 10 per cent. To implement this system, each manager will be assessed 
against a set of anticipated achievements or results which will be determined before- 
hand. 


To improve the overall standards, guidelines have been developed to prescribe more 
precisely what management qualities, in addition to technical competence, should be 
possessed by those aspiring to enter the Senior Management group and to progress to 
the Executive group. These general qualifications have been arranged under five 
headings: knowledge, abilities, past performance, experience, and potential (which 
includes personal suitability). An attempt will be made to identify promising managers 
early in their careers so that they can be provided with progressively more challenging 
assignments. All managers will have access to training and counselling programs. In 
fact, management orientation programs are now obligatory for all members of the 
Management Category, and new appointees to the category will be required to take 
the orientation program within six months of their appointment. 


One of the important responsibilities of managers is to ensure that the Performance 
Review and Employee Appraisal policy is fully implemented for those under their 
jurisdiction. This is because the completion of an annual performance review and 
appraisal report (PRAR) is both a measure of and an incentive to an employee’s job 
performance. Properly conducted, performance reviews will contribute to yielding a 
work force which is truly professional, responsive, and dedicated to the delivery of 
departmental programs and the provision of a service to the public. More information 
on the performance review and employee appraisal process is contained in PMM — 
Volume 4 — Human Resource Usage. 


For details of the specific policies and programs see PMM Volume 2 — Management 
Category. 


PERSONNEL FRAMEWORK 


There are five pieces of legislation and three agencies which largely govern and 
influence personnel practices in the federal Public Service. The statutes are the 
Financial Administration Act, the Public Service Employment Act, the Public Service 
Staff Relations Act, the Public Service Superannuation Act and the Official Languages 
Act. The agencies are the Treasury Board Secretariat, the Public Service Commission 
and the Public Service Staff Relations Board. A short description of each Act and 
agency follows. 


Legislation 


The Financial Administration Act provides a statutory base for the Treasury Board 
and its Secretariat and sets out its authority for financial management of the govern- 
ment as a whole and various areas of personnel administration in the Public Service. 


The Public Service Employment Act establishes the Public Service Commission 
and sets out the authority, the criteria, the procedures for appointing persons to or 
from within the Public Service, the right of appeal, the release and lay-off of person- 
nel, and the conditions governing political activity by public servants. 


The Public Service Staff Relations Act establishes the Public Service Staff Relations 
Board and sets out the collective bargaining process in the Public Service and the 
provisions for resolution of disputes and grievances. 


The Public Service Superannuation Act defines eligibility to participate in the pension 
plan and death benefit schemes, the manner of contributing to the fund, and the 
determination of benefits. The overall responsibility for the Act and the development 
of pension policy rests with the Treasury Board while the administration is handled 
by Supply and Services Canada. The Department of Finance Canada is responsible 
for the financial management of the Superannuation Account and the Department of 
Insurance Canada for the preparation of actuarial reports. 


The Official Languages Act establishes French and English as the official languages 
and sets out criteria to ensure their use in the operations of the federal government. 
The Commissioner of Official Languages is the officer responsible for compliance 
with the spirit and intent of the Act. 


The Financial Administration Act, the Public Service Employment Act, and the 
Public Service Staff Relations Act all have similar but not identical definitions of the 
term “Public Service’, and essentially all three encompass those organizations listed 
in Schedule | of the Public Service Staff Relations Act. The Public Service Superan- 
nuation Act has a broader definition of “Public Service” and extends to a number of 
government boards, commissions and corporations, but not all. The Official Languages 
Act extends in varying degrees to all organizations and employees of the Government 
of Canada. 


The scope and impact of these statutes will become more apparent in later chapters 
which deal with various aspects of the legislation. 


In addition to the above Acts there is another piece of legislation, the Canadian 
Human Rights Act, which is of particular interest to public servants. It applies to all 
organizations under federal jurisdiction, including organizations and employees of 
the Government of Canada. Unlike the others, this Act also applies to institutions 
such as banks and agencies engaged in interprovincial transportation and communi- 
cations. Among other things, it provides for equal pay for work of equal value, 
not just similar work. 


This Act, which is administered by the Canadian Human Rights Commission, is 
designed to give effect to the following principles: 


— every individual should have an equal opportunity with other individuals to 
make for himself or herself the life that he or she is able and wishes to have, 
consistent with his or her duties and obligations as a member of society, without 
being hindered in or prevented from doing so by discriminatory employment 
practices based on race, national or ethnic origin, colour, religion, age, sex or 
marital status, or conviction for an offence for which pardon has been granted, 
or by discriminatory employment practices based on physical handicap; and 


— the privacy of individuals and their right of access to records containing personal 
information concerning them for any purpose, including the purpose of ensuring 
accuracy and completeness, should be protected to the greatest extent consistent 
with the public interest. 


Agencies 


The Treasury Board Secretariat and the Public Service Commission are, in effect, the 
“head office’? personnel organizations of the Public Service. They work closely with 
departmental officers, with inter-departmental committees and with staff associations 
to develop and implement service-wide policies, personnel management programs and 
standards. An outline of their roles and responsibilities is given in the chart at the end 
of this chapter. Both agencies have audit roles, particularly where they have autho- 
rized deputy heads to act on their behalf in the conduct of classification and staffing. 
In addition, the Public Service Staff Relations Board has a leading and independent 
role to play in collective bargaining in the Public Service. 


The Treasury Board Secretariat is responsible, among other matters, for developing, 
interpreting, and monitoring personnel policies, regulations, standards, and programs 
in the areas of: classification and pay; organization and establishment; terms and 
conditions of employment; staff relations; official languages; training, development 
and utilization of human resources; pensions; insurance; other employee benefits. 
The Secretariat also represents the Employer in the collective bargaining process, and 
the administration of various acts and regulations affecting personnel management. 


The Public Service Commission is responsible for recruitment, selection and 
appointments to and from within the Public Service in accordance with the merit 
principle. Subject to Treasury Board policies, it is also responsible for providing some 
staff training and development programs, including language testing and training. The 
Commission establishes boards to hear and render decisions on appeals against 
appointments, or recommendations for release or demotion for incompetence or 
incapacity. It does not review or make decisions on discharge for cause, or involuntary 
separations which are subject to grievance procedures. However, complaints of 
alleged discrimination on grounds of sex, race, national origin, colour, religion or age 
with respect to the Public Service Employment Act are investigated by the Commission. 
It also administers regulations regarding political activity of public servants and 
reviews requests for leave of absence to participate in provincial or federal elections. 


The Public Service Staff Relations Board is responsible for certifying bargaining 
units, dealing with complaints of unfair practices, controlling all procedural aspects 
of collective bargaining in the Public Service and administering the Public Service 
Staff Relations Act. The Board has a Pay Research Bureau which studies salaries and 
benefits inside and outside the Public Service. (Its findings are available to both sides 
in the collective bargaining process.) 


For details, see PMM Volume 9 — Personnel Legislation and Regulations. 
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CONDUCT AND ETHICS 


Effective performance and maintenance of public trust and confidence in the integrity 
of the Public Service is crucial to the proper functioning of government. To maintain 
this integrity the government has developed various rules and guidelines to govern the 
conduct of public servants. 


Disclosure of Official Information 


Legislative provisions prohibit employees of the Public Service from improperly 
disclosing information on any matter of which they obtain knowledge by reason of 
their employment in the Public Service. This requirement is met by requiring such 
persons to subscribe to an Oath or Affirmation of Allegiance and an Oath or Affirma- 
tion of Office and Secrecy. The latter reads as follows: 


AL. ) solemnly and sincerely swear (or affirm) 
that I will faithfully and honestly fulfil the duties that devolve upon me by reason of 
my employment in the Public Service and that I will not, without due authority in 
that behalf betray, disclose or make known any matter that comes to my knowledge 
by reason of such employment.” (In the case where an oath is taken add, “‘So help 
me God”’.) 


There are provisions to exempt non-Canadians who are appointed to the Public 
Service from taking the Oath of Allegiance where such an oath would result in the 
forfeiture of their present citizenship. However, such persons must still take the Oath 
of Office and Secrecy. On the other hand, employees appointed for specified terms of 
less than six months to perform duties that are not of a confidential nature or vital 
to national security may be exempted from the Oath of Office and Secrecy. This 
exemption was approved to reduce the administration involved in the hiring of 
temporary (casual) employees for short-term tasks, particularly in remote areas. 


While these oaths or affirmations make it clear that all public servants, and particularly 
senior public servants who usually have the most access to sensitive material, must be 
circumspect and careful in the release of official information, there are obviously, 
many occasions when information should or must be released. There are, for example, 
various guidelines for the release of information to Parliament and the public. 
Managers should become familiar with these guidelines and seek guidance from their 
superiors when in doubt. 


Political Activity 


Employees may not engage in work for, on behalf of, or against, a candidate for 
election or be a candidate for election while performing the duties of his or her 
position. 


An employee who wishes to become a candidate in a federal, provincial or territorial 
election should apply, well in advance of the nominating convention, to the Secretary 
of the Public Service Commission, for leave of absence without pay. 


The Commission will examine the application and consult with the employee’s 
deputy head to determine whether the proposed candidature might impair the 
employee’s usefulness to the Public Service should he or she return to the position 
presently occupied. For example, applications may be turned down if received from 
employees who should be seen as politically neutral — such as senior executives. If 
the application is about to be denied, the employee will be so informed and advised 
that he or she may request a hearing before the Public Service Commission to present 
the case personally. 


If the leave is granted, the Commission shall notify the employee and the appropriate 
deputy head. The employee, if elected, ceases to be an employee. If the employee is 
not elected, is not nominated asa candidate, or withdraws from running as a candidate, 
he or she shall return to the position previously occupied where the period of leave 
has been one year or less. 


However, if a request for leave of absence to become a candidate in a federal, provincial 
or territorial election is denied the employee shall not seek nomination as a candidate 
without first resigning from the Public Service. (See the chapter on Staffing for 
further details on this subject.) 


An employee who wishes to become a candidate for a full-time office in a municipal 
election may apply to the deputy head for leave of absence without pay to seek 
election and, if elected, the leave of absence lasts for the term of that office. Leave 
for a first term of office is usually granted. Applications for leave to serve additional 
terms of office are carefully reviewed. If the employee wishes to follow a career in 
municipal politics, resignation may be in order. 


The provisions of the Public Service Employment Act are based on the proposition 
that public servants, by nature of their function, serving a public of all opinions, and 
serving under different governments, should be (and be seen to be) impartial and free 
of political partisanship. 


Conflict of Interest Guidelines 
_ The basic authority to prescribe rules governing the conduct of employees stems 
from section 7 (1) (f) of the Financial Administration Act, which states that the 


Treasury Board may “‘establish standards of discipline in the Public Service”’. 


In order to avoid conflict of interest situations, guidelines have been issued. They are 
summarized as follows: 
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— It is not sufficient for a person in a position of responsibility in the Public 
Service to act within the law. There is also an obligation to act in a manner so 
scrupulous that his or her behaviour will bear the closest public scrutiny. In 
order that honesty and impartiality may be beyond doubt, public servants 
should not place themselves in positions where they are under obligation to any 
person who might benefit from special consideration or favour on their part or 
seek in any way to gain special treatment from them. Equally, public servants 
should not have a pecuniary interest that could conflict in any manner with the 
discharge of their official duties. 


— No conflict should exist or appear to exist between the private interests of 
public servants and their official duties. Upon appointment to office, public 
servants are expected to arrange their private affairs in a manner that will 
prevent conflicts of interest from arising. 


— Public servants should exercise care in the management of their private affairs so 
as not to benefit, or appear to benefit, from the use of information acquired 
during the course of their official duties, which information is not generally 
available to the public. 


— Public servants should not place themselves in a position where they could derive 
any direct or indirect benefit or interest from any government contracts over 
which they can influence decisions. 


— Public servants are expected to disclose to their superiors all business, commercial 
or financial interests where such interests might conceivably be construed as 
being in actual or potential conflict with their official duties. 


— Public servants should hold no outside office or employment that could place on 
them demands inconsistent with their official duties or call into question their 
capacity to perform these duties in an objective manner. 


— Public servants should not accord, in the performance of their official duties, 
preferential treatment to relatives or friends or to organizations in which they or 
their relatives or friends have an interest, financial or otherwise. 


From the foregoing it follows that if an employee in the Public Service receives an 
offer to move from one position, in which there is no conflict with his or her private 
affairs, to another in which there may be such a conflict, he or she is expected, prior 
to accepting such an appointment, to make a disclosure of actual or potential areas 
of conflict involving the new position. In case of potential conflict, departmental 
management will, after consultation with the employee, determine what steps must 
be taken to avoid a conflict of interest situation. Failure to disclose such interests or 
to follow the advice provided subsequent to disclosure is considered a breach of 
conduct and is subject to disciplinary action. Similar measures apply if the nature of 
a position or the circumstances of the incumbent change, and a potential conflict of 
interest arises. 
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Finally, it should be noted that it is an offence under the Criminal Code for officials 
or employees of the government to demand, accept or offer, or agree to accept from 
a person who has dealings with the government, a commission, reward, advantage or 
benefit of any kind directly or indirectly themselves or through a member of their 
family or through anyone for their benefit, without the consent in writing of the 
appropriate deputy head. 


However, the acceptance by public servants from persons having dealings with the 
government of sporadic or casual benefits such as hospitality or small gift items may 
be permitted by deputy heads or branch heads where such benefits or advantages are 
within the bounds of propriety; are a normal expression of business courtesy or 
advertising; or are within the normal standards of hospitality, and are not such as to 
bring suspicion upon the public servant’s objectivity. 


Post-Employment Policy 


The post-employment policy is a code of long-standing and generally accepted 
standards of conduct that have been followed by public servants over the years. Its 
basic aim is to clarify to the activities of government and employees that are consid- 
ered to be undesirable during or after employment in responsible positions in 
government service. One objective is to protect the impartiality and disinterestedness 
of government service through avoiding situations where former office holders have, 
or may be thought to have made personal use of, confidential information; or to have 
changed sides with regard to a specific claim or controversy to the detriment of the 
government; or to have traded unfairly on their knowledge of government operations 
or influence with government employees. The other objective is to remove the kind 
of doubt as to permissible actions that has made the position of public servants and 
former public servants open to criticism or innuendo in a way that is unfair to them. 


It should be noted that the intent of the government in the design of this policy, and 
the guidelines which complement it, is to ensure the maximizing of personal liberty, 
consistent with the public interest, of those to whom it applies. As well, adherence to 
the policy relies entirely on the integrity of the individuals as a matter of honour and 
personal choice. 


The policy is based on the following principles whereby current and former holders 
of public office in the Executive group of the Management Category and those at 
designated lower levels: 


— must ensure by their actions that the objectivity and impartiality of government 
service are not cast in doubt and that the people of Canada are given no cause to 
believe that preferential treatment is being or will be unduly accorded to any 
person or organization; 


— must ensure by their actions that there is no reasonable ground for belief that it 
is possible to have privileged access to government personnel or services; and 
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— must exercise care in the management of their private affairs so as not to benefit, 
or to appear to benefit, from the use or communication of confidential informa- 
tion acquired in the course of their official duties. 


Guidelines Applying to Current Holders of Public Office 


These guidelines, which give content to the above principles, apply to members of 
the Executive group and, on the decision of a Minister, to persons occupying lower 
level positions. Specifically, this portion of the guidelines regulates the activities of 
public servants that may be influenced by offers of employment subsequent to 
leaving the government. 
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Public servants should not allow themselves to be influenced in the pursuit 
of their official duties by plans for, or offers of, outside employment. 
Therefore, all office holders should: 


disclose to their superior all serious offers of positions outside govern- 
ment service which, in their judgment, put them in a position of real or 
apparent conflict of interest; 


disclose to their superior any job offer under serious consideration that 
has been received from an individual, organization or interest group 


‘with a commercial orientation in the private sector and with which the 


office holder has had official dealings; 


within a reasonable time, disclose any offer of employment outside 
government that has been accepted; and 


in seeking employment outside government service or in preparing 
themselves for commercial activities after they have left the employ of 
the government, take great care to ensure that these endeavours do not 
lead to real or apparent conflicts of interest or in any way interfere 
with their official duties, and do not, in the absence of the permission 
of their superior, involve commercial negotiations with other govern- 
ment employees. 


Office holders have a duty in any official dealings with former office holders 
to ensure that they do not provide grounds, or the appearance of grounds, 
for allegations of improper influence, privileged access or preferential 
treatment. 


Guidelines Applying to Former Holders of Public Office 


This portion of the guidelines, again based on the above principles, regulates the 
commercial activities of former public servants in the Executive group and designated 
lower level positions before and after leaving government service. Such employees are 


tS 


requested not to engage, during the periods indicated below, in the activities described 
in categories A and B. 


In Category A below, former office holders must not, within one year: 


— accept appointment to a board of directors of a commercial corporation which 
was, as a matter of course, in a special relationship with the department or 
agency with which they were last employed, where “‘special relationship” means 
regulation of the corporation by the department or agency, receipt by the 
corporation of subsidies, loans or other capital assistance from the department 
or agency, or contractual relationship between the corporation and the depart- 
ment or agency; 


— change sides to act for or on behalf of any person or commercial corporation in 
connection with any specific proceeding, transaction, case or other matter to 
which the Government of Canada is a party and in which they had a personal 
and substantial involvement on behalf of a department or agency of the govern- 
ment; and 


— lobby for or on behalf of any person or commercial corporation before any 
department or agency with which they were employed or with which they had a 
direct and substantial official relationship during the period of two years prior to 
the termination of employment. 


In Category B below, former office holders must not, within six months: 


— accept employment with a commercial corporation with which they had signifi- 
cant direct official dealings during the last year of their employment; 


— change sides to act for or on behalf of any person or commercial corporation in 
connection with any specific proceeding, cause, transaction or other matter 
which fell under their authority as an employee of the government during the 
period of one year prior to termination of their employment; and 


— give counsel for commercial purposes concerning the programs or policies of the 
department or agency with which they had a direct and substantial relationship 
during the period of one year prior to the termination of their employment. 


An advisory committee chaired by a Commissioner of the Public Service Commission 
has been established for public servants under the Public Service Employment Act, to 
provide advice and assistance to departments and individuals concerning the applica- 
tion of the guidelines; to recommend exemptions to the Treasury Board; and to 
gather and disseminate information on the application of the guidelines. 


Although application of the guidelines isa deputy head responsibility , the committee’s 
advice may be sought by a deputy head with regard to the establishment of a begin- 
ning date for a cooling-off period. The committee may advise that this period should 
begin coincident with the date of disclosure of an employment offer. 
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Summary 


While this chapter sketches the rules and guidelines which apply in the case of 
disclosure of official information, political activity and conflict of interest, there are 
really no substitutes for the good judgment and honourable conduct of public 
servants in the myriad of circumstances which may arise. It is a privilege to serve the 
state and its citizens and should be regarded as a high calling. Those who do not 
wish to respect the system are free to resign. 


Further information on this subject can be found in PMM Volume 1 — Personnel- 
General. 
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ORGANIZATION 


The broad organization of the Government of Canada, including the allocation of 
responsibilities to ministers and the mandates of departments and agencies, is an area 
of the Prime Minister’s prerogative. The Treasury Board is responsible for approving 
the internal organization of departments and agencies and delegates some of this 
authority on organizational matters to deputy heads. 


The introduction of a new Management Category (EX and SM groups) on April 1, 
1981, has not altered the delegation of organizational authority to deputy heads. 
They continue to have delegated authority to make organizational decisions up to 
and including the EX-3 level but do not have delegated authority for positions 
bearing the title of Assistant Deputy Minister and equivalent. It should also be noted 
that any reorganizations or reclassifications involving positions staffed by Order-in- 
Council appointments require full consultation with and agreement of the Privy 
Council Office. 


The Treasury Board Secretariat is responsible and accountable to the Treasury Board 
(a Committee of Cabinet) for: 


— developing and maintaining organizational policies, standards, and guidelines; 


— making recommendations to the Treasury Board on organizational matters not 
specifically covered by Treasury Board policies, standards and guidelines; 


— monitoring the manner in which the delegated authorities are exercised; and 
— providing advice to departments and agencies on organizational policy. 
Deputy heads are responsible and accountable to the Treasury Board for: 


— ensuring that all organizational decisions made by them or others on their behalf 
conform with the policies issued by the Treasury Board; 


— seeking prior approval of the Treasury Board for organizational changes that do 
not fall within their delegated authority, and 


— remaining within the authorities assigned by the Treasury Board, such as the 
executive complement and the senior management quota of the department. 


The Treasury Board controls the organization of departments and agencies by setting 

limits on the number, allocation and utilization of person-years, by requiring jobs to 

be classified in accordance with approved classification standards and procedures, by 

controlling the number of executives and equivalents (EX group), and by setting 

Tee on the number of senior managers and equivalents (SM group) in the Public 
ervice. 
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The Treasury Board also controls the creation, allocation and assignment of duties of 
positions at the EX-4 and EX-5 levels and for any positions and officials bearing the 
title of Assistant Deputy Minister or Senior Assistant Deputy Minister. Furthermore, 
departments and agencies are not allowed to make changes to the duties and respon- 
sibilities of these officials and positions without the approval of the Treasury Board. 


Deputy heads must personally exercise the authority delegated to them for positions 
and officials at the EX-1, EX-2, and EX-3 levels excluding, of course, those who may 
be designated at the Assistant Deputy Minister level or equivalent as described above. 


With the above exceptions, deputy heads may, at their discretion, sub-delegate 
authority for making organizational decisions to subordinate managers. If they do so, 
it is desirable that organizational decisions be approved by managers who are at least 
two supervisory levels above the positions or officials affected by the proposed 
organization. 


In passing, it might be noted that the title of Director General should normally be 
restricted to positions that are not more than two supervisory levels below the 
deputy head, and the title of Director to positions that are not more than three 
supervisory levels below the deputy head. 


As part of the control mechanism, departments and agencies must periodically 
submit the following information to the Treasury Board Secretariat: 


— organization charts showing all the EX and EX equivalent positions, such as 
senior doctors and lawyers, and including at least the top four levels of the 
department, and 


— a list of all EX and EX equivalent persons, including their positions and 
status, and a list of all vacant EX and EX equivalent positions. 


When planning for organizational change, managers are expected to identify benefits 
and costs. Benefits include savings on person-years or budgets, greater sensitivity and 
responsiveness to clients, and creation of opportunities for career development and 
for the employment of special interest groups. Costs of reorganization include the 
requirement for additional person-years or money or both, instability of the organi- 
zation and adverse effects on service and employee morale during the transition 
period. 


Managers should also ensure that work assigned to an organizational unit is within 
the mandate of the department; that the purpose of the work is clearly derived from 
the department’s program, activity and sub-activity objectives; that it is organized to 
identify clearly individual responsibility for getting work done and that the work can 
be carried out with economy and efficiency. 


As a rule, departments and agencies should be organized in a way that promotes 


sensitivity and responsiveness to the public. Generally, this includes locating offices 
closer to the clients where appropriate and decentralizing authority to managers in 
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the regional and district offices to the extent that ordinarily decisions can be made 
locally without reference to the headquarters except when precedent-setting or 
exceptional situations arise. 


In the event that a submission must be made to Treasury Board for an organizational 
change it should contain a description of the nature, purpose and implications of the 
proposal and provide documents that illustrate, amplify and substantiate the proposal. 
Personnel advisors are familiar with these details and can provide the necessary 
assistance. 


For additional information, see PMM Volume 3 — Organization and Classification. 
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CLASSIFICATION 


Classification is the process through which a job is allocated to an occupational 
category and group and, through job evaluation, to a level within that group. The 
process is basic to sound wage and salary administration and to the development of 
rational organizational structures and salary relationships. It provides the framework 
for effective staffing, staff relations, staff development and the effective use and 
management of human resources. The ultimate responsibility for all classification 
decisions rests with Treasury Board. 


The current classification system is the direct result of the government’s decision to 
introduce collective bargaining into the Public Service some years ago. Under the 
system the Public Service is first divided into broad occupational categories and then 
into occupational groups within those categories. 


An occupational category is a family of occupations related, in broad terms, by the 
nature of the functions and by the kind of academic preparation needed by people 
engaged in these occupations. There are six occupational categories, namely Manage- 
ment, Scientific and Professional, Administrative and Foreign Service, Technical, 
Administrative Support, and Operational. 


The approximate numbers* of employees comprising these categories are as follows: 


Management 4 000 
Scientific and Professional 20 000 
Administrative and Foreign Service 50 000 
Technical 25 000 
Administrative Support 60 000 
Operational 40 000 


An occupational group, within a category, encompasses all positions in which like 
functions are performed. The group comprises similar kinds of work requiring similar 
skills, and frequently bears a relationship to an identifiable labour market outside the 
Public Service. For example, the Electronics group covers positions in that function 
and is an occupational group within the Technical Category. Each group has its own 
classification standard and pay plan so that its rates of pay can be adjusted indepen- 
dently of any other groups. In some cases, sub-groups are created where distinct pay 
markets exist for some jobs in the group or a differing evaluation plan is necessary. 
Certain groups or sub-groups are subject to regional rates of pay. Groups subject to 
regional rates are found in three categories, the Scientific and Professional, Technical, 
and Operational, with the greatest proportion by far being in the Operational Category. 


* These figures represent the approximate numbers of full-time, indeterminate employees. 
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Authority to classify almost all positions has been delegated to deputy heads of 
departments and agencies. They, in turn, may assign some of the authority to any of 
their subordinates, including members of the Management Category, who meet the 
criteria for accreditation as a classification specialist. 


As a general rule, the Treasury Board Secretariat reserves to itself the authority to 
classify the very top positions, such as those at the assistant deputy minister level. 
Normally, deputy heads are given authority to classify positions up to the lower 
levels of the Management Category and may then authorize accredited classification 
specialists to classify positions below the executive level. 


Obviously, this very important responsibility must be exercised wisely, and conse- 
quently Treasury Board reserves the right to withdraw delegated classification 
authority from a department or agency. Among the reasons for withdrawal might be 
non-compliance with the conditions of delegation, consistently poor performance, or 
failure to devote adequate resources to the function. Furthermore, the Treasury 
Board may at any time initiate audits to review departmental classification decisions 
for either individual positions or groups of positions. 


Before classification authority may be delegated to departments or agencies the 
Treasury Board must, amongst other things, be satisfied that: 


— senior management and personnel specialists understand the classification 
system; 


— classification staff resources are adequate in terms of quantity and quality; and 


— sound and tested arrangements exist for the administration of classification, 
including internal audit and monitoring procedures. 


Warning. Departments and agencies exercising delegated classification authority are 
expected to consult with Treasury Board Secretariat prior to authorizing any classifi- 
cation decision that may have significant interdepartmental or collective bargaining 
implications, for example, an important shift of positions from one level to another 
or from one occupational group to another. 


Rudiments of the System 


While it is not the purpose of this book to explain the intricacies of classification it is 
well for all managers to understand the rudiments of the system and the terminology 
which is employed. ; 


Job evaluation begins with an analysis of the work to determine its characteristics 
and requirements, continues through the writing of a description of the duties and 
responsibilities, and ends with the evaluation of those duties and responsibilities 
against the classification standard for the appropriate occupational group. 
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The job description is the basic document for classifying and evaluating a position. It 
should be initiated by the line manager and must describe the duties, responsibilities, 
and other characteristics of the work actually assigned to an employee, or, if there is 
no employee performing the duties at that time, the duties that will be performed by 
an employee. It must contain the type of information required to enable the job to 
be allocated to a particular occupational category and group and evaluated against 
the particular factors in the classification standard for that group. 


While the development of the written description is the responsibility of the line 
manager it is quite in order to obtain assistance from superiors, subordinates, others 
at the same level and the incumbent of the position. Advice and guidance are also 
available from the department’s Personnel Branch. Of course, whenever there is a 
significant change in the duties and responsibilities assigned to a position the job 
description should be revised. Out-of-date job descriptions can quickly distort an 
organization and consequently all job descriptions should be kept current. 


Rating Committees 


All jobs should normally be evaluated and rated by committees whose role is to 
determine the proper category, group and level and to advise the officer who is 
authorized to exercise the delegated classification authority and who, therefore, is 
responsible for the final decision. When rating is a routine matter that could result in 
only one decision the officer exercising the delegated classification authority may 
waive the need for a committee decision. 


Rating committees, normally of three officers selected by the officer exercising the 
delegated classification authority, are to be composed of officers who have been 
trained in the principles and practices of job evaluation and, where possible, who are 
excluded from collective bargaining so that no conflict of interest may arise. Their 
personal classification levels should be higher, preferably by two levels, than the 
probable level of the job being rated. One member should be thoroughly knowledge- 
able about the work being evaluated. No member of the committee should be in a 
position to benefit, either personally or operationally, from the results of the evalua- 
tion. The supervisor of the job being rated may be asked to provide information to 
the committee in person, but neither the supervisor nor the incumbent can be a 
member of the committee. 


Rating committees are, as stated, responsible for applying objectively the classification 
standards on the basis of the duties. Therefore, the personal performance of the 
incumbent (unless applicable under the standard being used), recruiting difficulties, 
salary differentials or the present classification level of the incumbent shall not be 
used as a basis for determining the relative worth of the job. 


Each committee member should rate the job and present the result to the other 
members. The members in committee should then achieve consensus. The classification 
decision is, in all cases, to be supported by a written rationale and other relevant 
documentation. 
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Each department is expected to have a mechanism to resolve disputes either within 
the committee or with others who have a legitimate interest in the decision, for 
example, the line manager involved or the senior classification specialist in the 
organization. 


Grievances 


It should be noted as well that the Public Service Staff Relations Act provides 
employees with the right to present grievances against their classification. The 
regulations stipulate that such grievances shall be presented at the final level in the 
grievance process, that is, at the level of deputy head or to the Treasury Board if the 
deputy head does not have delegated authority. On behalf of the deputy head, 
classification grievances are examined by officers familiar with the techniques of 
classification and the standards relevant to the duties in question. Normally, the 
officers shall convene as a board. The complainant may present his or her grievance 
or be represented before the board by an agent of the appropriate bargaining unit. 
When cases of this kind arise it is wise for a manager to get advice from the personnel 
advisor. 


Summary 


From the foregoing it is obvious that the participation of managers in the classification 
process can be one of their most important responsibilities. While managers cannot 
approve position classifications unless they are accredited classification specialists 
and have received classification delegation from the deputy head, it is incumbent on 
them to take a deep interest in the process. Managers must work within the prescribed 
rules and guidelines but classification is essentially a matter of judgment and it is 
important that the manager be an effective contributor to this process. 


For more detailed information see PMM Volume 3 — Organization and Classification. 
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HUMAN RESOURCE PLANNING 


In the mid-1970s, a new policy on human resource planning (referred to as personnel 
management planning) was approved by Treasury Board and promulgated in depart- 
ments and agencies. The aim of this policy is to enable managers to take an active 
role in identifying and planning for their human resource requirements to meet 
program objectives. It provides a procedural framework for managers to work with 
personnel and financial advisers on implementation plans for achieving program and 
human resource goals in an effective and efficient manner, consistent with govern- 
ment policies and priorities. 


Human resource planning has two main purposes: 


— to establish the organization’s human resource goals and requirements based on 
program needs, budgets, work loads and human resource forecasts; to assess the 
human resources available to the organization and plan for the provision of a 
work force suited to the organization’s needs considering the requirements and 
resources available; and 


— to develop implementation plans for achieving program and human resource 
goals in an effective and efficient manner, consistent with public policy and 
rights established by Parliament, for example, use of both official languages in 
the Public Service. 


To meet the requirements of the policy, departments and agencies must determine, 
at least annually, the personnel management implications of their overall objectives 
and forecast requirements. As part of work planning they are asked to develop 
personnel management plans to identify the principal management and personnel 
actions required to achieve the desired results and to ensure that planning for human 
resources is an integral part of program and financial planning. 


Human resource planning is that process through which managers seek to ensure that 
their human resource needs are defined with adequate lead time so that programs can 
be delivered with sufficient numbers of competent personnel. Although human 
resource planning is a management responsibility, human resource planning officers 
with functional expertise are available in departments to assist managers in meeting 
this responsibility. 


Although the process operates a little differently in each department because of size, 
nature of business and management style, the following are generally considered to 
be the common and essential elements: 


— senior level commitment to the need for a systematic approach to human 
resource planning; 


— communication to all personnel of the objectives of the process; 
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—  jdentification of the roles and responsibilities of departmental personnel in the 
achievement of established objectives; for example, the responsibility and 
accountability of managers for the planning and management of staff, and the 
role of the personnel specialist as a consultant, providing managers with advice 
and guidance on the optimum use of human resources to achieve program 
objectives; 


— recognition by the key players that human resources, as with financial and other 
resources, must be managed in order to achieve effective, efficient operations 
with due regard for economy; 


— inclusion of the requirements of other government policies and initiatives that 
impact on the planning process, for example, equal employment opportunities 
for members of under-represented groups; 


— review of the personnel implications of such other human resource management 
activities as staffing, classification and staff relations; and 


— submission by departments and agencies of the major human resource implica- 
tions to enable central agencies to identify significant trends and, where possible, 
to anticipate and control potentially serious situations. 


To be realistic, management decisions must include consideration of the number and 
kinds of people who will be needed to carry out departmental programs; when, 
where and how they will be obtained; what training or development they will need; 
how much this will cost; and the implications for program plans of inability to obtain 
the people required. 


When objectives for human resource management are specified, supporting goals will 
follow logically since, with a framework of objectives and goals, a manager can 
compare actual results achieved with those planned, provided appropriate informa- 
tion systems are put in place. As a minimum, managers must have feedback so that 
achievements can be compared with plans, and action taken to correct deficiencies, 
take advantage of opportunities, or adjust to unforeseen circumstances. 


Departmental plans should deal with major requirements (growth, contraction, 
replacement, change of occupational mix, new skills needed, increased participation 
of under-represented groups, et cetera). Their plans should include a brief narrative 
statement covering each departmental program. These statements are then consoli- 
dated by departments to form an overview of their total human resource requirements. 
Such statements also indicate what actions may be necessary by central agencies in 
dealing with departmental, inter-departmental or service-wide problems with regard 
to staffing, training, staff relations, classification and compensation. 


Further details can be found in PMM Volume 4 — Human Resource Usage. 
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STAFFING 


Few managerial decisions are as important as the selection of staff. The quality of 
work performed by the manager’s unit is largely dependent upon the quality of those | 
working within it. For this reason alone, the manager should be prepared to devote 
considerable time to think through the selection process, how the job should be 
structured, what the language requirements are, which qualifications are essential and 
which are merely desirable, how qualifications will be assessed and which method 
of advertising will attract good candidates. The key to efficient and effective staffing 
is often this initial planning and preparation. 


If selection decisions are vital to the manager, they are equally important to those 
seeking to escape unemployment or work that is no longer challenging, those interested 
in career advancement or simply seeking recognition of their relative worth as 
employees. Managers who create a staffing climate of openness and honesty are likely 
to be rewarded with higher morale and increased productivity from their employees. 


The staffing system is unquestionably a complex and time-consuming one. Yet, 
despite its complexity, the system is inherently logical: it is a series of interrelated 
activities with a number of well-defined variables, steps, and key decision points. (In 
fact, recent studies conducted by the Public Service Commission have indicated that, 
were it not for the legal requirements to give notice to prospective applicants and to 
provide an appeal period, the required length of time under the Public Service system 
would compare quite favourably with many staffing systems used in private organiza- 
tions.) Nevertheless, efforts are constantly under way to streamline and improve the 
system, to make it more flexible and responsive to managers’ needs. 


For the manager, knowledge and understanding of the staffing system are prerequisites 
to timely and fruitful staffing decisions. The following sections, therefore, although 
they do not represent the whole range of staffing issues, are designed to highlight 
those areas of concern and interest to most managers. The personnel advisor can 
provide additional information. 


Delegation 


The Public Service Employment Act gives the Public Service Commission the exclusive 
right and authority to make appointments to or within the Public Service at the 
request of deputy heads. The Act provides, however, that the Commission may 
delegate its staffing authority to deputy heads, subject to such terms and conditions 
as it sees fit. 


The Commission does this by issuing an Instrument of Delegation which consists of a 


covering letter, setting out the general rules and expectations which apply, and five 
schedules which describe for that particular department: 
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— the scope of delegated authority, that is, the groups and levels of positions to 
which appointments may be made; 


— the normal areas in which competitions are to be conducted; 
— the staffing policies which are particular to the department; 


— the extent to which the deputy head may sub-delegate authority to subordinate 
officers; and 


— the staffing objectives which are to be pursued. 


While it is customary for an Instrument of Delegation to be issued for an indefinite 
period it may be issued for a specific term only and, of course, it may also be withdrawn. 


The Public Service Commission is working closely with departments to design 
Instruments of Delegation which are “tailor-made”’, that is, which provide a better fit 
with individual departmental requirements and circumstances. These efforts will 
continue. 


Deputy heads may delegate their staffing authority to line managers or staffing 
officers or both, subject to approval by the Public Service Commission. Sometimes 
they may grant certain powers to line managers and other powers to staffing officers 
depending on the skills and experience of their officers. 


Planning and Preparation 


In its broadest sense, staffing should begin long before an actual vacancy occurs. 
Effective advance planning can reduce the complexities of the staffing system, save 
time and money, ensure better candidates, and thus contribute to the smooth and 
efficient running of the operation. 


In planning future staffing needs, managers should pose a number of questions and 
explore tentative courses of action. This requires, of course, that they fully acquaint 
themselves with the various approaches to personnel management and in particular, 
to staffing. They might ask, for example, how many employees are likely to retire, 
resign or go on language training in the coming year. Are the positions they occupy 
critical to the operations of the unit? How will the work be performed, particularly if 
a position is vacated on short notice? An acting appointment, special assignment or a 
Career Assignment Program (CAP) appointee might be appropriate. Is there a seasonal 
workload in the unit? The use of term employees or summer students could be inves- 
tigated. Are the official languages obligations of the unit being met or should future 
employees with different language skills be sought? What are the career aspirations of 
the unit’s employees? Perhaps transfers or special assignments would be useful. What 
kind of training or development would serve the unit well? Here too, the manager 
can integrate objectives for under-represented groups: which jobs in the unit are 
suitable for the employment of a handicapped person? High-potential female and 
Native employees could be identified for future consideration. 
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Once managers have identified their staffing needs and possible options, they should 
approach the staffing process fully prepared. This is the time to ensure that job 
descriptions and language requirements are revised, if necessary, and that all documents 
are up to date. Decisions should be made as to whether indeterminate or term, 
full-time or part-time positions are required. 


Although the staffing system is complex, there is plenty of room for flexible and 
innovative measures which managers may wish to consider and discuss fully with 
their personnel advisors. 


Anticipatory staffing refers to staffing processes which are undertaken before an 
actual vacancy occurs. For example, in a unit with a large number of similar positions 
and a relatively high turnover, it might be appropriate to conduct an annual competi- 
tion and establish eligible lists with sufficient qualified candidates to meet expected 
needs. Decisions may be made to establish an area of competition wider than normal, 
to advertise required linguistic skills and opportunities in different locations. Thus, 
the bulk of the staffing process can be completed before actual needs arise: all that 
remains is to arrange for the reporting of the appointees. 


Another approach to anticipatory staffing is to make use of the “‘Speed of Staffing” 
standards. In one scenario, dependent upon the variables selected, a closed poster 
competition should take approximately 54 working days to complete. With this in 
mind, the manager may wish to begin the staffing process three to four months 
before the actual need exists in order to ensure that the selected candidate is avail- 
able at the appropriate time. The variables that affect the speed with which a closed 
poster competition can be conducted are: availability of necessary documents, for 
example an up-to-date job description; availability of persons entitled to priority 
consideration; area of competition selected; the number of candidates, if particularly 
large; position language requirements and the need for testing; availability of selection 
board members; and security clearance and medical examination requirements. 


Earlier, the use of such devices as acting appointments, transfers and special assignments 
were mentioned as possible mechanisms to fill positions in order to accommodate 
short-term needs or as interim measures until the position could be permanently 
staffed. Policies on both acting appointments and transfers have been revised recently 
to make them useful in a wider variety of circumstances: it is not now necessary to 
grant appeal rights for acting appointments of less than four months; many transfers 
are no longer considered as appointments, and thus are not subject to appeal. In 
certain situations as well, the use of a CAP appointee, the Special Assignment Pay 
Plan (SAPP), or the Interchange Canada Program might be appropriate. 


Another innovative approach to timely and effective staffing is the development of 
special staffing inventories. One department, for example, uses the inventory approach 
to staff secretarial positions and has reduced its staffing time to approximately half 
of that which would be required using the traditional closed poster approach. 
Inventories, of course, are not always suitable for the individual manager but might 
be useful for those special skills required throughout the department. 
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Finally, one innovative measure may simply be the re-definition of the work itself. In 
these days of severe labour shortages in certain skill areas and parts of the country, it 
may be more appropriate to investigate alternative means for getting the job done. 
Are all the skills really essential? Are the desired educational requirements unrealis- 
tically high? Can the work be distributed among other employees? Can some employees 
be trained to handle more complex tasks? The use of part-time employment might be 
a feasible alternative, enabling the manager to employ skilled workers not available 
on a full-time basis; to provide attractive work schedules to those approaching 
retirement or to hire a handicapped worker. 


Obviously, managers cannot foresee and plan for every conceivable staffing situation. 
With knowledge of the features of the staffing system, advance planning and prepara- 
tion and a willingness to be flexible and to make use of different staffing approaches, 
managers can reduce the complexities of the system and conduct staffing more 
efficiently and effectively. 


Open and Closed Competitions 


When managers have a vacancy to fill, there are several ways in which they may 
proceed to do so. Some of the options are described later in this chapter, but the two 
most common selection processes are worthy of particular mention. They are closed 
competitions and open competitions. 


A closed competition is one in which only public servants may compete. An open 
competition is one in which both the general public and public servants may compete. 


As a general rule, an open competition is held only when, in the judgment of those 
concerned, a closed competition is not likely to produce qualified candidates. An 
exception here is the Management Category, where a certain amount of recruitment 
from outside the Public Service is considered essential to bring some fresh perspec- 
tives to the management cadre. Generally, open competitions are conducted by the 
Public Service Commission when the occupational groups being recruited are of a 
managerial, scientific, administrative or technical nature, while Employment and 
Immigration Canada is responsible for the recruitment of administrative support and 
operational occupations. (An exception here is the National Capital Region, where 
the Public Service Commission recruits for the latter two categories.) In fact, 
Employment and Immigration Canada is responsible for about 60 per cent of all 
recruitment from outside the Public Service. Departments may, however, be given 
permission to conduct open competitions when they are considered “‘prime users”’ of 
the particular skills which are being sought. Whether the Public Service Commission 
or Employment and Immigration Canada actually conducts the open competition, 
appropriate candidates will be referred to the employing manager, who will be fully 
involved in all aspects of the selection process. 


In closed competitions, over 95 per cent of which are conducted by the departments 


themselves, the area of competition is based on organizational, geographic, and 
occupational factors. For example, a closed competition for a senior engineer might 
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be restricted to engineers with specific qualifications in a given segment of a specific 
department. In open competitions, the field of competition is based on geographic 
areas and may range from local to regional to national. 


In order to bring a vacancy to the attention of prospective candidates either an 
inventory search or a public notice (or a combination of both) may be used. These 
two devices are used in both open and closed competitions, although the nature of 
the inventory and the notice may vary to reflect different conditions. 


The staffing officer is in a position to advise the manager who has a vacancy to fill 
whether an open or a closed competition should be employed, and whether an 
inventory search or a public notice is likely to be most productive. In some cases the 
selection process is prescribed by the Public Service Commission. 


Priority Clearance 


The Public Service Commission has established a priority clearance system under 
which persons with a priority entitlement are considered for appointment before 
others in the staffing of most vacancies. 


There are two kinds of priority — statutory and administrative. A statutory priority 
is one of three entitlements stipulated in the Public Service Employment Act. These 
grant priority status to employees returning from leave of absence who cannot return 
to their former positions as well as leave replacements displaced by returning em- 
ployees; certain persons employed on ministerial staff who cease to be so employed; 
and persons who have been laid off. An administrative priority is an entitlement to 
consideration for appointment before others, based on Commission policy. Examples 
of those granted this kind of priority include employees with surplus status; employees 
affected by decentralization; employees unsuccessful in language training; employees 
whose positions have been reclassified downward; and some employees who are 
about to be rejected on probation. In effect, both groups receive serious considera- 
tion for vacancies, although those with statutory entitlement have the stronger 
claim. 


Under the priority clearance system, a department is able to exercise its delegated 
staffing authority in filling a vacancy only after the Commission is satisfied that 
every person with priority status, who is potentially qualified and available, has been 
seriously considered. At that point, the Commission issues a “priority clearance 
number” to authorize a regular staffing process by the department. 


Acting appointments, appointments following reclassification, and promotions 
within their own positions of employees who have been underfilling those positions, 
are exempt from the priority clearance system. 


Managers who are contemplating filling a vacancy should consult with their personnel 


adviser to ascertain whether there are persons with priority status who must be 
considered first. 
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Written Tests 


In certain situations written tests may be of great assistance. For example, tests can 
be designed to measure certain skills such as shorthand speed or to measure aptitudes 
for occupations such as air traffic controller, to assess the writing ability of candidates 
for policy analytical work or to test the technical competence of entrants to the 
financial administration field. Exclusive of language testing, some 50 000 tests 
are administered annually in the Public Service. 


Written examinations can be particularly helpful when there are a large number of 
candidates for a group of similar positions and it is necessary to reduce the number 
to be interviewed to manageable proportions. 


In addition to being a good screening tool, a test may be used as a diagnostic device 
to move persons into positions in which they are most likely to be more challenged 
and productive. 


To aid in selection and placement, the Public Service Commission has developed a 
battery of tests. These are described in a catalogue which may be obtained from 
personnel advisors. The Commission is also prepared to assist in the development of 
custom-made tests to meet particular staffing needs. 


Interviews 


The interview is the most frequently used method for assessing personal suitability 
and other qualifications in open and closed competitions. It provides a forum through 
which candidates can clarify and elaborate on their personal and work histories and 
discuss their strengths and weaknesses. 


While unstructured interviews may occasionally be used, it is generally accepted that 
structured interviews, that is to say those with standard questions relating to each of 
the qualifications being assessed, provide much more valid results. 


In some cases, a selection board may choose to supplement the interviews with 
various devices which help to reveal other aspects of the qualifications of candidates. 
Examples include a written exercise simulating the preparation of a memorandum, 
role playing, and the assessment centre technique. Assistance in this respect is avail- 
able from the Public Service Commission. 


Eligible Lists 


The results of open and closed competitions are reflected in eligible lists, that is, lists 
of those candidates considered qualified for the appointment. Only those who are 
likely to be offered an appointment within the validity period of the list should have 
their names placed on it in order of merit. 
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An eligible list has a validity period of one year or less but may be extended one or 
~ more times, providing the sum of the extensions does not exceed one year (in other 
words, a total of two years). 


Once an eligible list has been established, it must be used to make appointments to 
the specific position or positions for which it was established. The department also 
has the discretion to use the list to make appointments to positions of a similar 
occupational nature and level, or to positions of a similar occupational nature at a 
lower level, where a list which has been established for the lower level positions has 
been exhausted. In these latter cases, however, managers may wish to leave an avenue 
open to allow for the possibility of transfers. In this case, the competition notice 
should clearly specify that the eligible list may be used to fill other vacancies but will 
not necessarily be so used. 


Finally, it should be remembered that when persons entitled to a priority for 
appointment pursuant to the Public Service Employment Act are qualified and 
available for appointment, they are, of course, to be appointed in precedence to any 
persons named on valid eligible lists. 


Staffing of Bilingual Positions 


Appointments to bilingual positions are classed as either “‘imperative’’ when a 
capability in the two official languages is required immediately, or “‘non-imperative”’ 
when the requirement is not immediate. Staffing procedures differ somewhat depen- 
ding on which type of appointment is required. In each case, the language qualifications 
of a candidate must be tested if the results of a previous test are no longer valid or if 
a candidate has not been exempted from further testing. 


For “imperative” appointments, language qualifications will normally be tested, if 
necessary, before the selection interviews are conducted. In this way, only those 
candidates who meet the language requirements of the position need be interviewed. 


For “non-imperative” appointments, the staffing officer will normally determine 
whether the candidate is qualified in the second language at the level of proficiency 
required, has an exemption from further testing, is subject to the Official Languages 
Exclusion Order (for example, employees aged 55 years or over may be selected for 
non-imperative appointments without meeting second language requirements), or 
whether the candidate does not meet the language requirements but has training 
time left. Candidates who have used up training time or have already passed the 
Language Knowledge Examination (“LKE”) to the level required, but whose test 
results are no longer valid, will normally be tested prior to the interview process. 
Those candidates who have training time remaining will generally be tested after the 
final evaluations and during the period of the appeal process. 


Policy changes which should permit a more efficient and effective staffing of bilingual 
positions were announced in 1981. The deputy head or his or her designated officers 
may authorize staffing for imperative appointments when certain conditions have 
been met. Previously, approval was required from the Public Service Commission. 


31 


Secondly, unilingual employees may now be appointed to bilingual positions in an 
acting capacity when they are replacing individuals on certain types of leave of 
absence, incumbents on full-time language training or, for a period of no more than 
four months, when they are appointed to a higher level position which is vacant. This 
latter case may facilitate the continuing performance of the duties of a position while 
it is being permanently staffed. Finally, all candidates for non-imperative bilingual 
positions who do not meet the language requirements must now demonstrate, 
through a special diagnostic test, that they are capable of meeting the language 
requirements of the position within certain time periods. This should reduce the 
incidence of unsuccessful language training completion. 


The personnel advisor can provide more detailed information on the staffing of 
bilingual positions. For more information on the Official Languages Program in 
general and, in particular, managers’ responsibilities, see the chapter on Official 
Languages. 


Probation Period 


When an appointment is made in the Public Service, the employee is subject to a 
period of probation. The duration of this probation period varies, depending on the 
occupational category or group. For employees in the Operational and Administrative 
Support Categories, for example, the period is six months. Periods of leave without 
pay and periods of full-time language training are not included in the calculation of 
the probation period. Where an employee is rejected during probation, the rejection 
takes effect at the end of the notice period, not at the end of the probation period. 
Term employees appointed for a period of one year or less are on probation during 
that entire period. 


Probation periods follow appointments from inside the Public Service as well as those 
from outside and thus they apply to promotions and transfers of public servants as 
well as to those who are joining the Public Service. If they wish, deputy heads may 
reduce or waive probation periods in the case of persons appointed from inside the 
Public Service but not for those from outside. A probation period may not, however, 
be extended. 


During the probation period, a deputy head, or someone authorized on his or her 
behalf, can give notice to the employee concerned that he or she is being rejected 
“for cause”, which is another way of saying that the employee has been found 
unsuitable for the post. Therefore, unless the employee is appointed to another 
position, he or she “‘ceases to be employed” at the end of the notice period. 


This is always unfortunate, but particularly so in the case of long-term employees, 
many with good employment records, who are found to be unsuitable after accepting 
a promotion or transfer. In these cases, management, which was, of course, respon- 
sible for their selection in the first place, should make every effort to find them 
suitable employment elsewhere in the department or the Public Service. The Public 
Service Commission is prepared to help in this regard. 
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Varying periods of notice must be observed when rejecting an employee during the 
probation period and this information may be obtained from the personnel advisor. 


Management Resources Information System 


The Management Resources Information System (MRIS) is designed to provide 
management with current information on senior level employees. Those concerned 
receive an explanatory booklet. 


Broadly speaking, the system applies to those in the Management Category and 
certain senior and middle levels in various groups in the Scientific and Professional 
Category, and the Administrative and Foreign Service Category. 


For each eligible employee, the system comprises two parts — a computer record and 
a hard-cover file. 


The computer record consists of information collected from the employee (for 
information contained in the employee summary), from the Public Service Commis- 
sion, and from the department (for information on present employment status). 


The hard-cover file is a paper file which may contain the following information: 


— appointment documents, 

— most recent employee summaries, 

— most recent curriculum vitae, 

— recent performance review and employee appraisal reports, and 
— proof of educational and professional qualifications. 


The sources of information for the hard-cover file are: the employee (for the employee 
summary, the curriculum vitae and proof of academic and professional qualifications), 
the Public Service Commission, and the department (for the appointment documents 
and performance review and employee appraisal reports). 


The information contained in the MRIS is used by staffing officers to identify 
candidates for existing or anticipated vacancies which will subsequently be filled 
through closed competitions. Normally, identified candidates will be invited to apply 
for the competition but a poster will also be issued to bring notice to others who 
may be interested. The MRIS information is used also by planning officers to analyze 
and evaluate data on senior level personnel in relation to current and anticipated 
needs. 


Audits 


The need for the PSC’s Audit Branch arose from the gradual delegation of staffing 
authority to departments. Its task is to review the staffing practices of departments 
and agencies and ensure accountability to the Public Service Commission. It does so, 
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not by concentrating on isolated mistakes, but rather by trying to improve the 
quality and effectiveness of a system in which the incidence of infractions is minimized. 


The staffing audit and review schedule requires cyclical visits to each department and 
agency with delegated staffing authority at least once every three years. A report 
then goes to the Public Service Commission and the deputy head concerned. This 
report enables the Commission to make an informed decision about the continuation 
or limitation of delegated staffing authority. Also, it provides an objective appraisal 
of departmental staffing operations for the deputy head. 


While many departments and agencies have good performance records, the audits 
have identified a series of deficiencies hindering the efficient and effective conduct of 
the staffing activity as part of the overall management of human resources. Some 
examples of this include the lack of planning in the staffing of positions; a need for 
better communication between managers and staffing officers; and a need for greater 
control over acting appointments, temporary help, and personal service contracts. 
These inadequacies are often reflected through poor documentation in support of 
staffing decisions (statements of qualifications, lists of interview questions and 
expected answers, rating guides and screening, and selection board reports), and a 
lack of consistency in the decision-making process from one region to another within 
the same administrative unit. Obviously, these are but a few of the types of observa- 
tions being made to departments. | 


In order for those recommendations to become viable management tools and part of 
a flexible approach to staffing, serious consideration has to be given to corrective 
action by all managers concerned. 


A more detailed explanation of the staffing process can be found in the PSC’s Staffing 
Manual. (This manual will be incorporated into the newly-revised PMM at some 
future date.) 


Other Staffing Avenues 


The above section on staffing describes the methods employed to obtain personnel to 
carry on the bulk of the work of the federal Public Service. However, circumstances 
may arise where it is best, or necessary, to obtain short-term assistance without 
entering into an employer-employee relationship. There are various ways in which 
this might be done. Three of the most common are the use of temporary help ser- 
vices, the use of contracts with former public servants, and the use of consulting and 
professional services. 


Temporary Help Services 


There are at least three situations in which it might be appropriate to use temporary 
help services: 
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— where a Public Service position is vacated without sufficient notice for classifica- 
tion or staffing action, or both, to be completed; 


— where a public servant is absent for a short period; or 


— where there is a temporary workload increase for which insufficient staff is 
available. 


While not exclusively the case, temporary help agencies are usually called upon to 
provide assistance in the administrative support area, for example, secretaries, steno- 
graphers, typists, clerks and office equipment operators. 


In summary, it is the policy of the government that the use of temporary help services 
-be confined to situations in which it is not feasible to assign public servants; that 
engagements be limited to a maximum of eight weeks; and that Supply and Services 
Canada be the sole contracting authority for the acquisition of such services. This 
policy is intended to provide a measure of control over contracts for temporary 
help services, the quality of personnel provided, and the rates paid. 


For administrative support services in the National Capital Region, Supply and 
Services Canada issues a list of companies that departments and agencies are to use in 
the engagement of temporary help, together with their rates, terms and conditions. 
Similar lists may be provided later for other categories of service and for other 
regions, as considered appropriate. 


Departments and agencies are to maintain adequate records of the use of temporary 
help provided through agencies and to ensure that such employees meet the qualifi- 
cation standards specified in contracts. 


Contracts with Former Public Servants 


Departments and agencies often wish to obtain the services of former public servants 
on a short-term basis, because of their knowledge of how the Public Service functions 
and their known competence in one or more areas. 


However, because of the possibilities of abuse, the following approval procedures are 
mandatory for any contracts for the services of former senior officers and may be 
applied to other former officials at the discretion of individual ministers: 


— contracts for the services of a former senior official in receipt of a government 
pension, where the contract’s value exceeds $2,000 but does not exceed $25,000, 
shall receive the prior personal approval of individual ministers; 


— submissions for authority to enter into such contracts, the value of which 
exceeds $25,000, shall be forwarded to the Treasury Board upon the recommen- 
dation of the individual ministers, regardless of limits usually applicable under 
the Government Contract Regulations; 
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— individual ministers may delegate the authority for such contracts when their 
value does not exceed $2,000; and 


— particular care should be taken to ensure that such contracts do not result in an 
employer-employee relationship. 


When the contracting price has not been determined through competitive tendering 
the following factors should be considered in establishing the remuneration: 


— the estimated price that the former public servant can obtain for his or her 
services on the open competitive market; 


— the estimated cost of doing the work using internal departmental resources; and 


— the estimated costs of having the work performed by other sources in the private 
sector. 


For additional information on the engagement of former senior officials, either 
directly or through firms with which they are affiliated, see the Conflict of Interest 
Guidelines in the chapter on Conduct and Ethics. More details also can be found in 
the Administrative Policy Manual. 


Consulting and Professional Services 


It is the policy of the government to use outside consultants or professionals to 
perform specialized services where: 


— the advice or services sought and the resultant expenditure can be justified as 
necessary to satisfy program requirements; 


— the services can be defined adequately so that they may form the basis of a 
contract; 


— the services are available at reasonable cost; and 


— their use is consistent with specific government policies such as the Contracting 
Out Policy for science and technology. 


A statement of work is mandatory when retaining consultants in any field. Consultants 
should normally be obtained through the competitive process. In larger contracts, for 
example, those over $25,000, consulting services may be asked to submit written 
proposals as an aid in the selection. 


The decision to engage the services of a consultant must take into account three 
general considerations: 
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— a service contract and its performance must avoid establishing an employer- 
employee relationship between the Crown and the individuals engaged under the 
contract; 


— the contract for the required services must not be used to circumvent person- 
year constraints; and 


— the contract must not be for indeterminate work or for an indeterminate period. 
The authorities required to enter into consulting and professional services contracts 


are specified in the Government Contract Regulations. Further details on other 
staffing avenues can be found in the Administrative Policy Manual. 
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OFFICIAL LANGUAGES 


The program has three objectives: 


— that members of the public can obtain services from, and communicate with, 
institutions of the Parliament and Government of Canada in both official lan- 
guages, in accordance with the provisions of the Official Languages Act; 


— that public servants, as a general rule and subject to the requirements of the 
Official Languages Act respecting the provision of services to the public, should 
be able to work in the Public Service in the official language of their choice; and 


— that within the merit principle, full participation in the Public Service by mem- 
bers of both the anglophone and francophone communities should be achieved. 


The policies and activities contributing to language reform and relating to the 
achievement of these objectives remain a high priority for the government. However, 
institutional reform cannot be carried out without the personal commitment of all 
Public Service managers, and senior managers in particular, to the objectives of the 
program and to its efficient implementation in their respective areas of responsibility. 


Role of the Executive Group 


Members of the Executive group set the pace and tone of departmental operations 
and influence the use of both official languages in departmental activities. As the 
knowledge of both official languages among these senior officials is crucial to the 
success of language reform, the government has decided to apply the following 
specific measures to the members of the Executive group: 


— all positions in the Executive group in bilingual regions are, as a general principle, 
to be identified as bilingual; 


— effective December 31, 1982, except for specific exceptions, anyone entering 
the Executive group and being appointed to a bilingual position in a bilingual 
region must possess a second language knowledge at least at the middle level at 
the time of appointment, and must be able to demonstrate such knowledge in 
a staffing interview; 


— except for specific exceptions, the same requirements apply to anyone being 
appointed for the first time to the position of Assistant Deputy Minister in the 
National Capital Region or to any Assistant Deputy Minister being appointed to 
another Assistant Deputy Minister position in the National Capital Region. 


Therefore, senior managers who aspire to become members of the Executive group 


should be aware that, during the course of their career, their duties are likely to 
require the use of both official languages. 
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Role of the Management Category 


Since the inception of the Official Languages Program, the government has expected 
all senior managers in the Public Service to provide strong leadership in the imple- 
mentation of the three objectives. 


The responsibilities of senior managers vary considerably. While some managers are 
responsible for major administrative functions and for supervising large numbers of 
employees, others are responsible for developing policies or programs with more 
limited numbers of staff. Similarly, the responsibilities of managers for the imple- 
mentation of official languages policies and their subsequent accountability differ 
according to the nature of their duties, whether they are to provide service to the 
public or to supervise employees, and whether the region in which the unit is located 
is bilingual or unilingual. 


Activities of the Management Category 
Participation in the Department’s Plan 


The official languages plan and annual report are a key management tool which 
enables both the deputy head of the department or agency and the manager in a 
particular area to determine whether the program objectives and related require- 
ments are respected. 


Within a department or agency, the deputy head is responsible for ensuring that 
managers take part in the development of the department’s annual plan by 
submitting a plan for the work unit for which he or she is responsible. In order 
to develop this plan, the manager is required to: 


— analyze the current situation in terms of the objectives to be attained; 

— identify shortcomings; 

— set goals; and 

— develop activities or actions required to correct or improve problem areas. 
For example, where it is evident that representation of the minority official 
language group is low in a given sector, a manager should set attainable goals for 
improvement. Moreover, the manager should ensure that equal opportunities are 
available, within the context of the merit principle, to members of both official 
language groups at all stages in the staffing process. 

In summary, the official languages plan prepared by departments and agencies 
represents an annual commitment on the part of the deputy head and his or her 


managers to the Treasury Board and to the public to improve the implementa- 
tion of the Official Languages Program in the coming years. 
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Each manager should review his or her official languages plan on a regular basis 
(at least every three months) in order to monitor progress, determine disparities 
between objectives and results obtained, and adjust activities accordingly. 


Day-to-Day Implementation 


While the annual official languages plan is the key medium-term management 
instrument in implementing the Official Languages Program, senior managers 
also have responsibility for the day-to-day implementation of policies that might 
not be reflected in the plan. For instance, they must identify the language 
requirements of positions, according to the need to use one or both official 
languages to carry out the duties of the position. A position may be identified 
as bilingual, English-essential, French-essential or either English or French. 
Bilingual positions are assigned a linguistic profile which describes the level of 
competence required in each of the official languages as a second language of 
use, in order that the duties of the position can be effectively performed. In 
addition managers should: 


— resolve problems that arise from day to day which have not been foreseen in 
the annual plan; 


— create a work environment favourable to the use of both languages in 
regions where both official languages are languages of work, for example: 


by ensuring that employees in bilingual positions can exercise their 
entitlement to work in their first official language, particularly in daily 
contacts with their supervisor; 


by insisting that employees use their second official language when they 
return from language training; 


by ensuring that the preparation of short bilingual texts is distributed 
equally among their staff; 


by ensuring that meetings are held in both official languages so that 
employees can participate in the official language of their choice; and 


by ensuring that employees’ performance appraisals are in the language 
chosen by the employee. 2 


— limit the costs related to the implementation of the Official Languages 
Program by controlling more effectively the use made of language training 
and translation services, for example: 


by participating actively in the development of employees’ language 


training plans and monitoring the implementation of these plans and 
the progress expected; and 
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by ensuring that only material required in both official languages is 
translated into the other official language. 


— ensure that the managers who report to them are aware of their official 
language responsibilities and are actively pursuing the objectives in their 
work units. 


Finally, senior managers should be aware that their performance in terms of the 
implementation of the three program objectives is an integral part of their 
annual performance review. 


Additional Information 


PMM Volume 5 — Official Languages provides additional information on these 
policies. Treasury Board Secretariat and the Public Service Commission also provide 
assistance to the official languages specialists. These specialists, as well as departmen- 
tal and Public Service Commission staffing officers, are available to assist senior 
managers in the development of their plans or to resolve problems. In addition, 
departmental and Public Service Commission staffing officers can advise managers on 
subjects relating to the staffing process. Senior managers should not hesitate to call 
on the services of these experts, if necessary. 
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EQUAL OPPORTUNITIES 


The federal government actively supports the principle that appointments and career 
advancement within the Public Service will take place according to merit and without 
regard for sex, race, national origin, colour, religion or physical handicap. However, a 
number of segments of society historically have been either under-represented or 
insufficiently represented by group and level. 


The Treasury Board Secretariat and the Public Service Commission have a number of 
policies and guidelines relating to the enhancement of employment opportunities and 
career development for women, minority official language groups, native people, 
handicapped people and black people. These programs are monitored by Treasury 
Board and the Public Service Commission and it is the responsibility of departmental 
management to maintain the appropriate reporting mechanisms, a responsibility 
which is an essential component of the overall evaluation of the utilization of human 
resources. 


It is very difficult to gather complete data on the numbers of members of certain 
under-represented groups in the Public Service. For example, Native and handicapped 
employees must volunteer the information that they have a handicap or are Native, in 
order to be included in information-gathering systems. The available figures to date 
indicate that employees with handicaps make up less than 1 per cent of the Public 
Service while Natives make up less than 2 per cent. Women, however, represent 39.3 
per cent* of the total Public Service and 23.2 per cent of the Public Service exclud- 
ing the Administrative Support and Operational Categories. They make up 4.3 per 
cent of the Executive group (and equivalent). 


In August 1980, the government announced the introduction of an affirmative 
action strategy for the Public Service. Three departments were selected for a pilot 
program which is designed to develop a model for application to the federal Public 
Service. The affirmative action strategy is in addition to the current equal opportu- 
nity programs. 


Minority Official Languages Groups 


The Official Languages Program administered by the Treasury Board has, as its three 
fundamental objectives, the provision of federal services to the public in the official 
language of its choice, the use of both official languages as languages of work, and 
the full participation of both official language groups in the federal Public Service. 
Thus, while not strictly speaking an equal opportunity program, the policies in 
place under this program include measures to correct imbalances in francophone 
representation and to ensure that special efforts are undertaken where required in 
employment categories, occupational groups, geographical locations, or departments 


* The percentages regarding women in the Public Service have been taken from the 1981 PSC 
Annual Report. 
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which demonstrate particular difficulties in this respect. Within Quebec, similar 
policies are in place for members of the anglophone minority. Managers there, like 
their colleagues in the rest of Canada, are responsible for taking appropriate steps to 
ensure the achievement of the government’s participation objective. A fuller descrip- 
tion of this aspect of the Official Languages Program may be found in the Official 
Languages chapter. 


Women 


In 1975, Cabinet approved guidelines designed to improve equal opportunities for 
women in the Public Service of Canada. The objective of the policy is to ensure that, 
within a reasonable period of time, the representation of male and female employees 
in the Public Service approximates the proportion of qualified and interested persons 
of both available sexes. Policy and program guidelines were issued jointly to all 
departments by the Public Service Commission and the Treasury Board Secretariat. 


The major responsibility for achieving the objectives of the policy rests with 
departmental management. Assistance in the development and implementation of 
departmental action plans is provided by the Treasury Board Secretariat and the 
Public Service Commission. 


In its role as Employer, Treasury Board issues reporting guidelines to all departments 
on an annual basis. These guidelines contain requirements which are to be met by 
departments and included in their annual submissions to the Board. Departments are 
responsible for making their action plans available to the public upon request. 


Each year, the Treasury Board prepares a report on the equal opportunities for 
women situation in the Public Service. This report provides an overview with respect 
to the implementation of the policy, highlights of the main elements of the depart- 
mental programs, and statistical data for the period under review. Treasury Board 
and the Public Service Commission have also issued a number of personnel policies 
which directly affect women, for example, on part-time employment, leave, benefits 
related to family responsibilities, the elimination of salary bands for participation 
in competitions, the assessment of volunteer work, the inclusion of women on 
selection boards, and various bridging policies. 


Native People 


In 1978, the Public Service Commission and the Treasury Board jointly issued a 
policy on the increased participation of indigenous people within the Public Service, 
a policy which was prepared by an interdepartmental committee and the representa- 
tives of national indigenous associations, acting in response to the concerns about the 
low representation of indigenous people in the federal Public Service. 


The policy is designed to ensure that indigenous people participate fully in the Public 


Service and are involved in the design of programs in which they comprise a signifi- 
cant portion of the client population. 
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Departments are required to submit to the Treasury Board annual plans and reports 
which are analyzed on the basis of a number of performance criteria. These are 
reviewed by the Joint Council, a body composed of the presidents of the five national 
indigenous associations and representatives of the Public Service Commission and the 
Treasury Board Secretariat. 


One of the key items in annual plans is the need to review positions to identify those 
for which candidates require a sound knowledge of indigenous peoples and their 
culture and to report on these positions by group, level and geographic location. 
Departments are expected to identify target levels for staffing purposes both in 
positions requiring such knowledge and in other positions. 


The Public Service Commission’s Office of Native Employment plays a key role in 
the implementation of the policy as it relates to staffing. As part of the Commission’s 
policy to expand services across Canada, Public Service Commission offices have now 
been opened in all ten provinces and two territories and Native Employment Coordi- 
nators are in place in all regions. 


Handicapped People 


The federal government actively supports the principle of equal access to employment, 
training, development and career progression for all Canadians. The government 
recognizes that there is a critical lack of participation and representation of qualified 
handicapped people in the Public Service and is taking measures to encourage greater 
participation at all levels. It is the policy of government to ensure that barriers to 
equal access, whether procedural, attitudinal, architectural or physical, are eliminated 
as quickly as possible. In addition, one per cent of the communication budgets of 
departments has been designated for communications in special forms — braille, large 
print or cassettes. 


The program of barrier removal, special assessment techniques and provision of 
managerial training involves the Treasury Board Secretariat, the Public Service 
Commission and Public Works Canada as well as the active participation of depart- 
mental management. The Treasury Board has issued a policy on improving employ- 
ment opportunities for the handicapped, and requires that departments submit 
_ regular progress reports which are evaluated against performance criteria. Managers 
- are required to ensure that work-essential technical aids and services are provided 
whenever the hiring or promoting of a physically handicapped person in an appropri- 
ate position requires such equipment or services, or both. 


The Public Service Commission has developed a staffing policy relating to the 
_ recruitment and selection of qualified disabled people and assists departments in the 
staffing process as it relates to candidates who are disabled. The Public Service 
Commission has appointed a Coordinator of Services to Handicapped People in each 
of its regions. One of the most important functions of these coordinators is to assist 
managers and candidates for employment during the referral process, the pivotal 
point in the successful recruitment and selection of handicapped people. 
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Black Employment Program 


In addition to the designated groups (women, minority official language groups, 
native and handicapped people), initiatives have been undertaken to increase the 
representation and participation of black people in the Public Service of Canada, 
particularly in metropolitan Toronto and in the province of Nova Scotia, where there 
has been an active Black Employment Program for a number of years. For the most 
part, these initiatives are currently undertaken through the auspices of the Public 
Service Commission and as such fall within overall government policy of having a 
representative Public Service. 


Managerial Requirements 


Managers must be aware that their performance, as it relates to equal opportunity 
objectives, is important and an integral component of the evaluation of their per- 
formance in support of other objectives. The requirement to submit plans and 
reports is only one part of managerial responsibility. Qualitative performance in 
human resource planning will be assessed. Innovative staffing measures to enhance 
the participation of under-represented groups will be encouraged. Managers are 
expected to take initiatives in attaining equal opportunity objectives and to set 
positive examples in relation to such measures. In short, in evaluating the attainment 
of objectives, managers must be aware that their performance in all areas relating to 
equal opportunity and increased participation programs will be assessed in a fashion 
similar to the assessment of other objectives. 


Further information on equal opportunities can be found in PMM Volume 4 — 
Human Resource Usage. On request to their personnel office or to the PSC, managers 
can be provided with a “Checklist of Measures to Increase the Participation of Target 
Groups” that was published by the PSC in 1981. 
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WORK FORCE ADJUSTMENT 


Expenditure restraints, changing priorities, technological change, reorganization and 
decentralization initiatives can affect the volume of work in government organiza- 
tions and result in the elimination of functions. 


The Work Force Adjustment policy was developed in the late sixties to ensure that 
employees identified as surplus in these situations are dealt with fairly and equitably. 
Maximum efforts should be made to reassign the employees affected by adjustments 
and therefore, reduce the number of layoffs to an absolute minimum. Since late 
1978 there have been over 9000 public servants declared surplus. Of that number, 78 
per cent of those available for placement were reappointed within the Public Service. 


Managers in departments and agencies are, in the main, responsible for the implemen- 
tation of this policy. The significant features are: 


— managers are to consider, as far as is practicable, redeployment of employees 
whose positions are no longer required to positions which are vacant or become 
vacant in the Public Service; 


— managers are to inform, in writing, employees who have been identified as 
surplus. The period of notification must be a minimum of three months, and 
longer periods should be provided where employees are likely to be difficult to 
place, or when retraining is being undertaken; 


— managers are to provide for the appointment of surplus or laid-off persons to 
vacant positions where the Public Service Commission considers them to be 
qualified and suitable or, in the case of surplus employees, able to qualify with 
retraining (this could mean to a position in the same group and level or to a 
lower level position); 


— managers are to consider relocation or retraining of employees, or both, where 
this action would lead to a reappointment. Retraining is to be provided where 
the department, on the advice of the Public Service Commission, considers that 
such retraining would result in the individual being appointed to a vacant 
position and that no appointment would otherwise occur. Submissions to 
Treasury Board are required for any retraining of more than six months, or 
where departmental funds are insufficient; 


— managers are to provide personal and career counselling to employees. This 
includes counselling on the facilities provided by Employment and Immigration 
Canada and on the option of early retirement where feasible; and 


— when all efforts at redeployment fail, and it appears that neither appointment 


nor retraining will be possible, managers are to advise the employees in writing, 
at least one month before the end of the surplus period, of the layoff date. 
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In a situation where a department has a number of employees appointed for an 
indeterminate period to positions of the same occupational nature and level, some of 
which will be discontinued while others will remain, the department shall identify, in 
reverse order.of merit, the incumbents of these positions to be accorded surplus 
status. Seniority shall only be used as a tie-breaker in those cases where two or more 
employees are equal in all other respects. 


Communications are another important element in the implementation of this 
policy. Departments are expected: 


— to inform Treasury Board Secretariat and the Public Service Commission as far 
in advance as possible, preferably at the early planning stage, of major work 
force adjustments as well as of situations that will probably result in the identifi- 
cation of surplus employees which the department does not expect to be able to 
redeploy internally; 


— to inform all employees of how they may be affected by an adjustment in the 
size of the Public Service and of the work force adjustment policies and 
procedures; 


— to keep employees informed of the progress made in attempting their redeploy- 
ment; 


— to cooperate fully with the Commission in its attempts to redeploy employees 
from other departments; and 


— to inform employee organizations of all developments as early as possible. 


As implied, the Public Service Commission also plays an important role in the 
implementation of this policy. Once advised by departments of the names and 
occupational groups of the employees to be declared surplus, the Commission starts 
its efforts to reappoint them within the Public Service. Placement is done through 
the administration of the Priority Clearance System. A department cannot obtain 
clearance to proceed with staffing of any vacant position until the Commission has 
verified that no surplus or laid-off employee is qualified and suitable for the position. 
The employees affected by work force adjustment are accorded a priority (adminis- 
trative priority for surplus employees and statutory priority for persons laid off), and 
consequently must receive first consideration for appointment to positions for which 
they are qualified, or most likely would be qualified after retraining. Further infor- 
mation on the Priority Clearance System is contained in the chapter on Staffing. 


In the instances where an employee cannot be placed directly in a vacant position in 
the Public Service but could be placed with suitable retraining, the Public Service 
Commission is responsible for recommending to departments that such retraining be 
undertaken, or when initiated by a department, for certifying that such retraining is 
appropriate to effect the appointment. 
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In the case of major work force adjustments and in situations where placement might 
be more difficult because of the specialization of the employees, it may be useful for 
a department to set up a special team which includes representatives from the 
Treasury Board Secretariat, the Public Service Commission and the appropriate 
bargaining agents to concentrate on all aspects of the redeployment activities. 


Additional information on this subject can be found in PMM Volume 4 — Human 
Resource Usage. 


In any situation of work adjustment, such as decentralization and relocation, the 
Work Force Adjustment policy should be applied to employees who choose not to 
relocate. For further information on the procedures to follow on decentralization 
and relocation projects, managers should refer to the guidelines on this matter 
contained in PMM Volume 1 — Personnel-General. 
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PERFORMANCE REVIEW AND EMPLOYEE APPRAISAL 


As a general rule, managers should establish a mutual understanding of what they 
expect from their subordinates over the months to come. Their goals and objectives 
should be reviewed routinely every few months. How formally these steps are taken 
will vary with circumstances. The Performance Review and Employee Appraisal 
policy requires that a written review be prepared at least annually and stipulates how 
this review is to be formally documented. 


One of the responsibilities of a manager is to implement, for employees under his or 
her jurisdiction, the Performance Review and Employee Appraisal program which has 
been developed by the Treasury Board Secretariat and Public Service Commission for 
application across the Public Service. 


First the definitions. Performance review is described as a continuing process in 
which a supervisor and an employee consider the duties to be performed by the 
employee, the achievements expected, the evaluation criteria and the results actually 
achieved. 


Employee appraisal, which grows out of performance review, identifies an employee’s 
various qualifications, estimates potential, identifies and proposes responses to 
training and development needs, and indicates possible future assignments. 


The two combined — the performance review and employee appraisal — make up an 
important package. For the employee, it may determine salary increases and indeed 
his or her future in the Public Service. For managers, it is a structured method under 
which they can attempt to get the best out of their employees and help them to 
realize their full potential. Managers, in turn, will be judged, to a considerable extent, 
on how well they do this. Obviously, if managers are able to develop loyal, coopera- 
tive staff, they will function much more effectively. 


As a general rule, senior managers are expected to conduct the performance review 
and employee appraisals for those officers or supervisors who report directly to 
them. These, for their part, are expected to appraise those directly below them and 
so on down the line until the process is completed for each employee. The senior 
manager remains, of course, responsible for ensuring that the entire procedure is 
completed satisfactorily and on schedule. 


The schedule calls for both a performance review and an employee appraisal to be 
completed yearly, usually by March 31, for indeterminate employees and term 
employees engaged for more than six months. The schedule can be flexible in excep- 
tional circumstances. For example, if an employee has been away on training for a 
year it would be impossible to evaluate his or her recent work experience. Similarly, 
there may not be a need to assess potential in the case of an employee who is retiring 
shortly. Many other examples could be cited. The personnel advisor is familiar 
with the exceptions to the normal rules and can provide guidance. 
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For ease of comparison within a department and across the Public Service, employees 
are to be rated in one of five categories: outstanding, superior, fully satisfactory, 
satisfactory or unsatisfactory. Again the personnel advisor can supply guidelines on 
how to apply those terms. 


As might be expected, both performance reviews and employee appraisals are on a 
two-way street, that is, they are to be seen by the employee as well as the supervisor. 
Furthermore, the Performance Review and Appraisal Report (PRAR) is to be signed 
by the employee as well as the supervisor, and the employee is to be given an oppor- 
tunity to add comments if he or she disagrees with the assessment or perhaps wishes 
to express a desire for particular training. This open approach is only elementary 
fairness since the process is designed to help both the employee and the supervisor. 


As a further safeguard, the PRAR, which includes the employee’s comments, is to be 
reviewed by the officer immediately above the supervisor who prepared the material 
(known as the reviewing officer). Sometimes this is done by review committees. In 
either case, the employees may, if they wish, address the reviewing officer or the 
review committee to ensure that their views are properly recorded. The immediate 
supervisor is, of course, also free to add anything he or she wishes. This review 
tends to guard against unfairness which is always possible when human beings work 
closely together. In any instance where comments are added to the PRAR by either 
the supervisor or the reviewing officer or a member of the review committee after the 
employee has signed it, it must be returned to the employee so that he or she may 
see the comments. 


A word of caution. While it is always easy and pleasant to prepare a PRAR on an 
employee who is doing outstanding work and has great potential, it is not so easy 
when rating a marginal or poor employee. If a manager glosses over the true situation, 
the words may come back to haunt him or her. For example, if the time comes when 
the employee should be demoted or released the manager may find it exceedingly 
difficult or impossible to do so. Such a manager deserves little sympathy. 


Finally, it should be noted that there are sample formats for PRARs that may be 
used throughout the Public Service. The deputy head of a department or agency has 
the discretion to decide what type of form to use, subject to any service-wide 
requirements that may be established from time to time. 


Additional information on can be found in PMM Volume 4 — Human Resource 
Usage. 
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TRAINING 


This chapter stresses the importance of training and the roles played by the various 
participants: the Treasury Board Secretariat, the Public Service Commission, the 
departments, the employees, and the Staff Training Council. 


Background 


First, it is essential that departments and agencies recognize the importance of training 
as a means of attaining operational objectives. It should not be regarded as a fringe or 
frill activity, one of the first areas to be reduced in periods of restraint. The expense 
of training should be regarded as an accepted cost of doing business. 


For Public Service purposes, training has been defined as any learning activity that 
contributes to the acquisition by employees of knowledge, skills and experience that 
helps them to do their present jobs efficiently or prepares them to assume other 
responsibilities. 


It is the policy of the Employer to provide staff training which is necessary to maintain 
the effectiveness of the Public Service and to achieve government objectives. Staff 
will normally be recruited with the level of knowledge and skill required to perform 
the duties of the positions for which they were selected. Training may, however, be 
provided to meet any further operational requirements of the employer and to 
maintain the ability of staff to perform their assigned duties. 


It is, of course, the responsibility of the employer to determine the training to be 
provided in relation to the present and future operational requirements of the Public 
Service. Training will be provided only in response to specifically identified needs. 
Successful completion of a training program may be a prerequisite for appointment 
to certain positions or an element of merit in promotion. The employer will pay the 
costs of training it considers essential and will pursue its training objectives using the 
most cost-effective means possible. 


Training may be undertaken in a number of circumstances to achieve the following 
purposes: 


— professional, technical and vocational training to ensure that employees are able 
to perform their present functions at the level of performance required by the 
employer; 


— retraining to prepare surplus employees for alternative employment; 


— occupational health and safety training to ensure that employees are aware of 
safety and occupational health standards in the workplace; 
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— orientation training to provide information to employees about their new work 
environment; 


— developmental training to ensure that qualified personnel will be available to 
meet identified future needs; and 


— the retention of certain existing programs such as pre-retirement training and 
those having to do with particular types of employee assistance. 


Information submitted to the Treasury Board by departments indicates that depart- 
ments are collectively planning to spend approximately $250 million on training in 
the fiscal year 1982-83. It is anticipated that about $200 million will actually be 
spent. At this time, it is estimated that 7000 person-years are devoted yearly to 
training, either giving or receiving training in a formalized manner. It is expected 
that, over each of the next five years, the dollars budgeted for training will range 
upward toward $300 million and that the number of person-years devoted to training 
will range between 7000 and 8000 a year. 


Treasury Board 


Under the Financial Administration Act, the Treasury Board has the authority and 
responsibility to “determine requirements for the training and development of | 
personnel in the Public Service and the terms under which such training may be 
carried out’. The Treasury Board is responsible for developing and promulgating 
policy guidelines and procedures, monitoring compliance, and evaluating policies and 
the cost-effectiveness of training programs following consultation with central 
agencies and departments. 


The Treasury Board is responsible also for prescribing standards for service-wide 
training required to meet government policy objectives, and for establishing the level 
of professional or technical competence required for particular occupational groups 
and for other distinct groups such as managers, for whom training may be required. 


Staff Training Council 


Treasury Board has established a Staff Training Council to which it has delegated 
authority to: 


— recommend training policies and priorities; 
— determine Public Service training needs; 


— provide overall direction and coordination for Public Service staff training 
programs; 
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— establish policies for the certification of trainers and instructors; and 
— coordinate the general staff training programs of the government. 


Membership of the Council consists of the Secretary of the Treasury Board as 
chairperson, the Chairman of the Public Service Commission, the Clerk of the Privy 
Council or his nominee, the Comptroller General, five departmental deputy heads or 
assistant deputy ministers or both, the Deputy Secretary, Personnel Policy Branch, 
Treasury Board Secretariat, the Director General, Staff Development Branch, Public 
Service Commission and one or more training experts. 


Public Service Commission 


Under the Public Service Employment Act the Public Service Commission has the 
authority to “operate and assist deputy heads in the operation of staff training and 
development programs in the Public Service’’. In keeping with this mandate, the 
Public Service Commission designs, develops and conducts central training courses 
and programs after the need is determined by the Treasury Board on the advice of 
the Staff Training Council. 


The Public Service Commission also provides advice and consulting assistance to 
departments on training matters and carries out research in knowledge transfer 
methods and training technology in concert with departments and under the direc- 
tion of the Staff Training Council. 


In addition, the Public Service Commission, under delegated authority from Treasury 
Board, carries out training audits and conducts a program for the certification of 
departmental and agency trainers and instructors with respect to their capabilities in 
the area of training techniques. The Public Service Commission also provides service- 
wide training, coordination and information services at the request of Treasury 
Board. 


Again subject to the approval of Treasury Board, the Commission offers its own 
programs, specialists and experience to the whole of the Public Service. In order to 
play its role in providing support for departmental training activities, the Commission: 


— provides centralized courses to which departments and agencies may send their 
employees; 


_— provides pedagogical services to assist and advise departments on a wide range of 
training activities, from diagnosing and analyzing their needs to planning, prepa- 


ring, implementing and assessing educational programs; 


— prepares and provides special courses responding to the needs of departments or 
the Public Service at large; 
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— provides assistance to departments faced with problems of decentralization such 
as courses for public servants who have been transferred, courses for the training 
of personnel recruited locally, and courses to help public servants who prefer to 
remain in the National Capital Region or wish to seek other employment; 


— provides programs on special subjects for the use of a number of departments; 
and 


— provides information on courses available outside the Public Service or within 
departments. 


Departments and Agencies 


The Treasury Board has delegated authority to heads of departments and agencies to 
make staff training decisions within the framework of established policy. Departments 
are responsible for identifying training required by their staff to meet operational 
needs and government objectives, and for ensuring that staff receive the training 
required. Departmental managers, for their part, are responsible for ensuring that all 
staff training they authorize to be provided at public expense is necessary in relation 
to Public Service requirements. 


Similarly, departmental managers are responsible for ensuring that employee 
knowledge and skill acquired through training are utilized to the maximum extent 
possible. Departments and agencies are, as well, accountable for ensuring that their 
trainers and instructors are knowledgeable in the subjects they teach and that the 
programs are cost-effective. 


Employees 


Employees have a responsibility for collaborating with their supervisors in identifying 
areas in which their knowledge and skills require improvement in order to carry out 
their duties. Employees are also responsible for making maximum use of training 
provided by the employer and for maintaining the knowledge and skills acquired. 


Employees are, of course, primarily responsible for their own career advancement 
and for acquiring on their own time and at their own expense any additional training 
or education required to meet their personal development goals. However, on occa- 
sion, the employer may grant leave of absence without pay to enable employees to 
further their education. Under some circumstances, too, the employer may contribute 
to the costs of education or training taken outside working hours. 


As indicated in the foregoing, training in the federal Public Service is big business. 
Due to the scale of these activities, Treasury Board, each year, reviews departmental 
training plans and determines service-wide priorities in the light of overall Public 
Service training policies, training programs for particular occupational groups, 
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government objectives, and operational needs and budgetary considerations. Follow- 
ing this review, Treasury Board provides direction to departments. Managers, in 
turn, are expected to provide appropriate input to this decision-making process. 


Additional information on training can be found in PMM Volume 4 — Human 
Resource Usage. 
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DISCIPLINE 


The five types of discipline in the federal Public Service are described below. 


Oral Reprimand 


An oral reprimand is a verbal disciplinary measure which includes a statement of 
what the employee has done wrong, how it should be corrected, and what might 
happen should it not be corrected. No record will be kept on the employee’s person- 
nel file. 


Written Reprimand 


A written reprimand is a formal warning that conduct is unsatisfactory. Its use 
should establish a clear understanding between an employee and the supervisor as to 
what is expected. If more severe disciplinary action should become necessary later, 
the records of the reprimand or reprimands would demonstrate that the employee 
was made aware of the consequences of future misconduct. 


Suspension 


Suspension is the temporary removal of the employee from the place of work without 
pay for one of two reasons: 


— to protect the service, persons or property pending investigation of certain 
suspected misconduct when the presence of the employee at work cannot be 
tolerated; and 


— to impose a definitive disciplinary measure for an act of misconduct by preven- 
ting the employee from working. 

Financial Penalty 

A financial penalty is used as an alternative to a suspension, where this is considered 

preferable for operational or economic reasons. It may be difficult to schedule 

suspensions without use of replacements and overtime, for example in situations of 

mass unlawful withdrawal of services, or of continuous shift operations, or of ships at 

sea, or at isolated posts. 

Discharge 

Discharge is the separation from the Public Service of an employee for misconduct. 


This measure may be applied after a series of acts of misconduct or for a single act of 
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serious misconduct. Discharge is obviously a most important matter and the decision 
to proceed should be taken only after careful consideration and when it has been 
determined that the employee is no longer suitable for continued employment by 
reason of misconduct. 


As is the case with many other areas of personnel administration, deputy heads have 
the discretion to determine what penalties should be applied for various kinds of 
misconduct within the guidelines of established precedent. They are also empowered 
to delegate their authority to management representatives. As a rule the more serious 
penalties are delegated to higher level management representatives, while supervisors 
at all levels are authorized to issue oral and written reprimands. 


Lower level supervisors may be empowered to impose provisional suspensions in 
exceptional circumstances. To illustrate, if an employee becomes a threat to persons 
or property, a supervisor may have to make an immediate decision to have him or her 
removed from the premises. In that event, the employee may be suspended for the 
balance of the day and the ultimate penalty, if any, determined later in consultation 
with more senior managers. 


To assist in these decisions, departments and agencies have developed disciplinary 
standards and guides, based on their operational requirements. It should be noted as 
well that some collective agreements contain provisions pertaining to certain aspects 
of the conduct of employees. Care must be exercised to ensure that such provisions 
are respected. Managers should also be aware of an employee’s right to grieve against 
disciplinary actions and to be represented in the hearing of such grievances. 


Prior to taking disciplinary action, an employee must be given an opportunity to 
explain the circumstances surrounding the incident or incidents to the supervisor. 
This interview should take place in private, although it may include a representative 
of the employee and a representative of management, where this is required or 
desirable. 


In determining an appropriate penalty, good judgment is essential. First of all, it 
should be remembered that the primary aim of the penalties is to get the employees 
to mend their ways, and become good and productive workers (corrective discipline) 
rather than to punish them. Where this is made clear to the employee it is often 
possible to avoid the imposition of more serious penalties later. 


In the assessment of misconduct, consideration should be given to such factors as the 
employee’s length of service, past record, the seriousness of the offence and other 
pertinent factors. This may mean that two employees, both of whom are guilty of 
the same offence, receive different penalties. This could be the case, for example, if it 
is a first offence for one and the latest in a whole series of incidents for the other. 


It follows too, that when an employee commits a series of offences, consideration 
should be given to increasing the penalties even though each offence in itself may not 
be too serious. With such an employee it may be wise to commence with an oral 
reprimand, move up to a written reprimand, and then invoke suspensions of increas- 
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ing length, culminating in discharge. Otherwise, the unsatisfactory conduct may 
persist. In this regard, it should be noted that the discipline should come as quickly 
as practicable after the offence. A long time gap tends to dissociate the offence from 
the corrective action. 


An employee whose unsatisfactory performance is attributable to physical, personal 
or domestic problems should be encouraged to seek professional advice. However, 
where this is unsuccessful, or the employee refuses to cooperate, a manager should 
not shrink from disciplinary measures. Sometimes formal discipline is the only thing 
that will impress upon an employee the gravity of the situation. 


Finally, it should be noted that a written record of each disciplinary action, except 
oral reprimands, must be placed on the personnel file of the employee concerned. 
This must be done with his or her knowledge. If the employee declines to acknowl- 
edge the content of the document, a notation to this effect should be made on the 
document prior to filing it. In some cases, there are clauses in collective agreements 
which pertain to the retention or removal of disciplinary reports from personnel 
files and managers should become familiar with these as well as the normal depart- 
mental procedures. 


Additional information on discipline may be found in PMM Volume 7 — Staff 
Relations. 
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REDRESS PROCEDURES 


Public Service managers have a duty to make a sincere effort in the context of 
day-to-day management to resolve their employees’ concerns respecting perceived 
unjust or inequitable treatment, and thus obviate the use of formal redress proce- 
dures wherever possible. Employees should be encouraged to discuss their concerns 
with their managers. This will contribute to the development of a healthy work 
environment characterized by prompt redress, an environment where recourse to 
formal redress mechanisms is seldom necessary. Managers should realize that it is in 
their own interest to resolve their employees’ concerns. 


Parliament has provided Public Service employees with various formal avenues 
through which to seek redress for perceived unjust or inequitable treatment. 


Appeals 


Employees have the right to appeal to the Public Service Commission against decisions 
respecting certain appointments within the Public Service, or release for incompe- 
tence or incapacity. In cases of an appointment or a proposed appointment, the time 
limit for submitting an appeal is 14 calendar days from the day on which the notice 
of right of appeal is brought to the attention of potential appellants. In cases of 
recommendation for release or demotion of an employee, the time limit for submit- 
ting an appeal is 14 calendar days from the day on which notice of the deputy head’s 
recommendation is received by the employee. While employees have a right of appeal 
in closed competitions, candidates in open competitions do not. Successful candidates 
have the right to participate in appeal board hearings at which their appointments are 
being challenged. 


The purpose of the appeals system is to ensure, by means of an inquiry conducted by 
an independent appeal board: 


— that appointments are the result of selections made in accordance with the merit 
principle and a staffing process that is fair and proper; and 


— that the reasons for recommendations for release or demotion on the grounds of 
incompetence or incapacity are valid and, if so, that the action is justified. 


The appeal board’s decision can result in an appointment being confirmed or revoked, 
made or not made. Where an appeal is against a recommendation for release or 
demotion on the grounds of incompetence or incapacity, the board’s decision can 
result in acceptance or rejection of a deputy head’s recommendation. 


An appeal board’s decision cannot be overturned by the Public Service Commission 
or anyone other than the court. An interested party may present an application to 
the Federal Court of Appeal under section 28 of the Federal Court Act to have the 
decision reviewed and set aside. 
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There are about 3000 to 4000 appeals a year, which means that one out of 14 
appealable appointments is, in fact, appealed. About one in five appeals is upheld. 


Managers wishing more information regarding the appeals system are encouraged to 
consult their personnel advisor. 


Complaints 


Employees have the right to lodge a complaint with the Anti-Discrimination 
Directorate or the Investigations Directorate of the Public Service Commission, or 
with the Canadian Human Rights Commission. 


The Anti-Discrimination Directorate investigates allegations of discrimination in or 
against federal departments subject to the Public Service Employment Act. Race, 
colour, national origin, age and sex, in that order, tend to be the predominant bases 
for charges of discrimination. 


As well as dealing with allegations of discrimination, the Anti-Discrimination 
Directorate also handles allegations of harassment and injustice and acts as ombuds- 
man in the investigation of complaints of a more general nature. 


Managers should be aware that complaints about discriminatory employment practices . 
may be made either by public servants or by persons seeking to enter the Public 
Service. Complaints of unfair treatment are also examined, even if discrimination is 
not alleged. Of the approximately 350 cases handled each year, most turn out to be 
the result of misunderstandings rather than discriminatory or unfair treatment. 


The Investigations Directorate is responsible for conducting investigations into 
complaints or questions concerning the application of the Public Service Employment 
Act, Regulations, and related policies and directives. The directorate’s mandate 
covers staffing, lay-off actions, rejections on probation, resignations and abandon- 
ment of position, but excludes complaints against competitions already in progress, 
appealable matters, and alleged discrimination. As well, the Investigations Directorate 
handles complaints resulting from open competitions. 


In the conduct of investigations, emphasis is placed on protecting the rights of the 
complainant. Both the complainant and his or her representative, if he or she has 
one, and the department’s representative, are given the opportunity to present oral 
and documentary evidence in separate on-site meetings with the investigations 
officer. Evidence is analyzed and both sides are advised in writing of the results and 
the reasons for them. If the complaint is well founded, corrective action is directed. 


Where cases are upheld, the investigations show that lack of training, or the differing 


application of regulations, rather than malicious intent on the part of supervisors and 
managers, is most often the cause behind the denial of employee rights. 
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Employees also have a right to file a complaint with the Canadian Human Rights 
Commission alleging discrimination. However, to avoid confusion and duplication of 
effort, an agreement exists between that Commission and the Public Service Commis- 
sion to the effect that the Public Service Commission will handle those allegations of 
discrimination made by public servants on the grounds prescribed in the Public 
Service Employment Act (sex, race, national origin, colour, religion, marital status, 
age), and that allegations of discrimination on other grounds will be dealt with by the 
Canadian Human Rights Commission. Nothing in the agreement, however, precludes 
employees from going direct to that Commission with their complaint or from 
approaching it if they are not satisfied with the manner in which the Public Service 
Commission has dealt with their complaint. 


Grievances 


Under the Public Service Staff Relations Act, allemployees, including those employed 
in a managerial or confidential capacity, have the right to grieve. Persons employed as 
casuals or for a specified period of less than six months do not have the right to use 
the formal grievance procedure. 


Employees are required to grieve through departmental grievance procedures which 
usually provide for three or four levels. 


Basically, anything may be grieved providing no other procedure for formal redress is 
available to the employee. 


There are two types of grievance that must be presented and responded to directly at 
the final level of the departmental grievance procedure. They are grievances which 
relate to classification and discharge. 


Two types of grievances may be referred to the Public Service Staff Relations Board 
(PSSRB) for adjudication: grievances relating to the interpretation or application of 
a collective agreement or arbitral award, and grievances relating to disciplinary action 
resulting in discharge, suspension or a financial penalty. 


Refer to the chapter on Staff Relations (Grievances and Complaints) for more 
information. 


When dealing with employees’ complaints, managers are advised to act promptly to 
investigate and rectify the causes whenever it is appropriate and within their power 
to do so. If in doubt regarding their limits of authority, managers should contact 
their personnel office for specialist advice without delay. The key things for a man- 
ager to be able to demonstrate if an employee’s complaint cannot be handled infor- 
mally and the employee is going to seek redress through formal channels are: 


— that the employee has been fairly treated and the circumstances surrounding the 


complaint have been fully disclosed (subject to any security or confidential 
constraints), and 


61 


— that the manager has made a sincere effort to resolve the complaint. (It is highly 
desirable that a manager be able to produce written documentation or provide 
corroborative evidence of the steps taken.) 


Managers should not hesitate to make tough decisions but they should take care to 
ensure that these decisions are equitable and can withstand the scrutiny of a third 
party review if challenged through a formal redress mechanism. 


Additional information on redress procedures can be found in PMM Volume 7 — 
Staff Relations. 
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STAFF RELATIONS 


In the Public Service “staff relations” refers to the interaction between bargaining 
agents and management to promote good working relations and to resolve differences. 
More specifically, the term includes the following: certification, negotiation, resolu- 
tion of disputes, union/management consultation, processing of grievances, adjudica- 
tion of grievances, administration of collective agreements, exclusion of employees 
not subject to collective bargaining, and designation of employees whose duties are 
necessary in the interest of the safety or security of the public. 


Collective bargaining was introduced into the Public Service in 1967 when the Public 
Service Staff Relations Act (PSSRA) was passed. Under this Act, the Treasury Board 
became the Employer in the case of any portion of the Public Service of Canada 
specified in Schedule 1, Part I of this Act*. The Act is administered by the Public 
Service Staff Relations Board (PSSRB). The PSSRB consists of a chairman, a vice 
chairman, not more than three deputy chairmen and not less than four, or more than 
eight, other members. 


The intention is to foster and maintain sound relationships between the Employer 
and the bargaining agents within the terms of the applicable legislation, collective 
agreements, regulations, and directives. 


A Pay Research Bureau comes under the jurisdiction of the Public Service Staff 
Relations Board. The broad function of the Bureau is to provide objective informa- 
tion to the employers and bargaining agents and to give mediators, conciliators, 
conciliation boards, and arbitration boards convenient access to relevant material 
when required. This is accomplished through obtaining information on rates of pay, 
employee earnings, conditions of employment, and related practices prevailing both 
inside and outside the Public Service. 


A certified bargaining agent, as determined by the Public Service Staff Relations 
Board, has the exclusive right to bargain collectively on behalf of the employees in 
that bargaining unit, and to represent them in the presentation of or reference to 
adjudication of grievances, until such time as its certification may be revoked. 


The PSSRA provides for two methods of resolution of bargaining disputes. The 
choice is either referral of the dispute to arbitration, with the arbitral award being 
binding on both parties, or the referral of the dispute to a conciliation board. In the 
latter case, there is a subsequent right of employees in the bargaining unit to engage 
in a lawful strike, seven days after the submission of the conciliation board report, if 
the recommendations of the conciliation board are unacceptable to either the bar- 
gaining agent or the employer. (Incidentally, there is provision for a bargaining agent 
to change its choice of method for the resolution of disputes before each round of 
bargaining). 


* Schedule 1, Part I of the PSSRA includes regular departments but not Crown corporations. 
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Designated Employees 


The Act also provides for the continuation of the performance of certain duties 
which are required on a continuing and uninterrupted basis because such “duties 
consist in whole or in part of duties the performance of which at any particular time 
or after any specified period of time is or will be necessary in the interests of the 
safety or security of the public”. Persons performing such duties are identified as 
“designated employees” in the PSSRA and are prohibited by that legislation from 
engaging in a strike although they may be members of a striking bargaining unit. 


Managerial and Confidential Exclusions 


There is, as well, a provision under which any “person employed in a managerial or 
confidential capacity” is excluded from the process of collective bargaining. Some 
sroups of employees are excluded as an entity, for example personnel administrators 
and Department of Justice lawyers. Employees in other groups are excluded by 
virtue of their role as managers or because of confidential duties in relation to an 
excluded manager, for example the executive assistant to a senior official. If the 
bargaining agent objects to an exclusion proposed by the employer, the PSSRB 
decides the matter. 


Under the terms of the PSSRA, a person employed in a managerial or confidential 
capacity is obliged to refrain from certain types of actions. Such a person shall not: 


— participate in or interfere with the formation or administration of an employee 
organization or the representation of an employee by such an organization; 


— refuse to employ or to continue to employ any person, or otherwise discriminate 
against any person in regard to employment, or any term or condition of em- 
ployment, because the person is a member of an employee organization or was 
or is exercising any right under the Act; 


— impose any condition on an appointment or in a contract of employment that 
seeks to restrain an employee, or a person seeking employment, from becoming 
a member of an employee organization or exercising any right under the Act; 


— seek by intimidation, by threat of dismissal, or by any other kind of threat, or 
by the imposition of a pecuniary penalty, or by other means to compel an 
employee to become, or refrain from becoming, or cease to be, or to continue to 
be, a member of an employee organization or to refrain from exercising any 
other right under the Act; or 


— discriminate against an employee organization. 
Of course, the above does not prevent a person employed in a managerial or confidential 


capacity from receiving representations from, or holding discussions with, the repre- 
sentatives of any employee organization. 
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In addition, persons employed in a managerial or confidential capacity have a respon- 
sibility to represent the interests of the employer in the discharge of their duties 
impartially with all organizations certified as bargaining agents. Impartiality in this 
sense must not only exist but be seen to exist. 


For these reasons, and in order to provide a firm foundation for satisfactory employer/ 
employee relations in the Public Service, the government has decided that, as a 
matter of policy, all public servants employed in a managerial or confidential capaci- 
ty are to be officially informed: 


— that they must refrain from any association with an employee organization, as 
defined by the PSSRA, that would be contrary to the provisions of law or that 
would create for them a conflict of interest; and 


— that they will be expected in this and other ways to discharge their responsibility 
to the employer in the field of employee/ employer relations and will be held 
accountable for any failure to do so. 


Collective Bargaining 


Two months before the expiry of a collective agreement, the bargaining agent may 
present a notice to bargain and its demands to the Treasury Board Secretariat. The 
Secretariat in turn forwards the demands to the departments concerned for comment. 
In addition, departments are requested to inform the Employer’s representatives of 
any problems they have in administering the expiring agreement. 


In the collective bargaining process, departmental representatives generally form part 
of the Employer’s team. When the representatives of the parties reach agreement on 
all issues that were the subject of negotiation, a memorandum of agreement or 
settlement is signed by each of the parties. The terms of the settlement must then be 
ratified. Ratification on behalf of the employees is the responsibility of the certified 
bargaining agent. The Treasury Board approves the terms of settlement as the 
Employer. Should the terms of settlement not be ratified, the representatives of the 
parties may reconvene to determine whether they can agree on new terms of settle- 
ment that could be re-submitted for ratification. 


Should the parties be unable to agree on a term or condition of employment, the 
PSSRA provides, as stated previously, two methods of resolving disputes. One is the 
submission of the dispute to an arbitration board, and the other is the submission of 
the dispute to a conciliation board. A bargaining agent’s choice of process for resolu- 
tion of a dispute must be made before the date ‘“‘notice to bargain” is served. 


Under the conciliation process, either party may make a written request to the 
chairman of the PSSRB to establish a conciliation board. 
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When and if the chairman of the PSSRB decides to set up a conciliation board he 
requests each party to nominate its representative and the nominees must then 
recommend a third person to be chairman. If they fail to do so within five days, the 
chairman of the PSSRB appoints such a person. 


The conciliation board must then report its findings and recommendations. A report 
signed by a majority of the members constitutes a decision of the board. However, a 
conciliation report is not binding on the parties, and the parties are free to endorse it, 
reject it, or use it as a basis for further negotiation. 


If no agreement is reached, employees who are not “designated” (as defined earlier), 
may legally participate in a strike seven days after the chairman of the PSSRB 
receives the conciliation board’s report. If the chairman of the PSSRB decides not to 
appoint a conciliation board, because he thinks it would serve no purpose, a legal 
strike may take place on the date such a decision is made. 


In addition to the use of a conciliation board or an arbitration board, the PSSRB 
may also appoint a conciliator or a mediator to assist the parties in reaching an 
agreement. This may occur at any stage of the bargaining process, including during a 
strike. 


Collective Agreements 


A collective agreement means ‘“‘an agreement in writing entered into between the 
Employer on the one hand, and a bargaining agent, on the other hand, containing 
provisions respecting terms and conditions of employment and related matters’. 
Thus the agreement is a binding legal document, the terms of which must be respected 
by both parties. While the Treasury Board as the Employer is primarily responsible 
for the conduct of collective bargaining, all managers are involved in the application 
of collective agreements. 


It is imperative, therefore, that those charged with the responsibility for administering 
collective agreements know the classification of employees under their jurisdiction to 
whom the agreements apply, the general content of the various agreements, and the 
names of the shop stewards or other union officers who represent the bargaining 
agents. Copies of the current applicable collective agreements should be available 
for ready reference. 


It is the policy that each collective agreement be applied consistently to those 
employees who are subject to that agreement in accordance with the content of such 
an agreement. When differences arise as to the interpretation or application of an 
agreement and they cannot be resolved, a grievance is likely to be filed, in accordance 
with the PSSRA, the collective agreement, and the departmental grievance procedure. 


Among other things, managers should become familiar with departmental procedures 


having to do with the use, by employee organizations, of government bulletin boards 
and the employer’s premises, facilities and services. 
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Grievances and Complaints 


The purpose of the grievance procedure is to provide an orderly and standard 
administrative process by which employees may seek the resolution of differences 
which arise concerning terms and conditions of employment, where no other admin- 
istrative process for redress is provided in or under any other Act of Parliament. The 
right to present a grievance is provided in the PSSRA. Provision is also made in the 
PSSRA for referring to third party adjudication two types of grievances which have 
not been dealt with to the satisfaction of the grievor in the grievance process. (See 
the section on “Grievances” in the chapter “Redress Procedures” for details on 
adjudicable grievances.) 


All complaints and grievances must be fully investigated to determine all the facts, 
and processed as quickly as practicable. 


Since all collective agreements have articles relating to the grievance process, it is 
imperative that managers refer to such articles in the relevant agreement when a 
grievance is filed by an employee. In addition, and particularly in the case of those 
employees who are not members of a bargaining unit, a manager should also refer to 
the prescribed departmental procedures. An employee is entitled to present a griev- 
ance at each of the various levels in the process, up to and including the final level. 


A few reminders: 


— An employee is not entitled to present a grievance relating to the interpretation 
or application of a provision of a collective agreement or an arbitral award unless 
the employee has the approval of, and is represented by, the bargaining agent for 
the bargaining unit to which the collective agreement or arbitral award applies. 


— An employee who is included in a bargaining unit for which an employee organi- 
zation has been certified as bargaining agent may not be represented by any 
other employee organization in the presentation or reference to adjudication of 
a grievance. 


— An employee who is not included in a bargaining unit for which an employee 
organization has been certified as bargaining agent may seek the assistance of, 
and may be represented by, any employee organization or any other person in 
the presentation or reference to adjudication of a grievance. 

— Where a grievance is referred to adjudication, the PSSRB will provide the depart- 
ment concerned with a copy of the notice of reference to adjudication. 


Consultation 


For many years prior to the advent of collective bargaining in 1967, joint consultation 
was established and utilized in the Public Service. The purpose of consultation is to 
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provide an informal yet official channel of communication between management and 
defined groups of employees, so as to develop a positive climate conducive to the 
exchange of information and to the discussion of matters of general application and 
mutual interest. 


Since the advent of collective bargaining, most of the collective agreements provide 
for consultation. Where provisions exist for consultation, they must be observed, as 
described in the agreement. For its part, the Treasury Board, as Employer, favours 
the establishment of union/management consultation across the Public Service. 

All matters may be subject to consultation except: 


— those which modify basic operating policies; 


— those which could lead to altering or changing the intent of collective agreements; 
and 


— those for which other formal channels of communication have been established, 
for example, grievances. 


Union/management consultation does not interfere in any way with management’s 
authority or its obligation to manage or a bargaining agent’s legal rights as established 
by the PSSRA or applicable collective agreement. 

Matters discussed may include such things as quality of work life, physical working 
conditions, health and safety, suggestion award plan, implementation of parking 
policy, scheduling of annual leave, and recreational programs. Departments or 


portions of departments which may wish to establish consultation committees may 
obtain help in doing so from Labour Canada. 


Strikes 


In the event of a lawful strike, the departments and agencies involved should ensure 
that: 


— prior to the strike, planning and preparation are undertaken to establish the level 
of service and operations which can be maintained during the strike; 


— government property and facilities are safeguarded; 


— accurate and timely information pertaining to the strike is documented and 
provided to the Employer; 


— as far as possible, sound relations with employees are maintained; 


— at the termination of a strike, full services and operations are quickly resumed. 
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In the event that a lawful strike threatens or occurs, it is best to get detailed advice 
from the staff relations specialists in the department and in the Treasury Board 
Secretariat. Managers also should familiarize themselves with the standard depart- 
mental procedures for dealing with work stoppages. 


The Employer will take appropriate action to have any unlawful strikes ended as 
quickly as possible, and will need assistance from managers in imposing discipline, 
obtaining and enforcing injunctions, or launching prosecutions. 

Courses and seminars are available for managers and others who may need to develop 
their skills and knowledge in the application of collective agreements and relevant 
legislation and practices. 


Additional information can be found in PMM Volume 7 — Staff Relations. 
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COMPENSATION 


The government, as the Employer, is committed to a policy that its employees 
should receive a level of compensation (pay and all benefits) which compares fairly 
with that paid by other employers for comparable work, taking into account other 
conditions of service. The basis for comparison is the total compensation package 
and not just salaries and wages. The policy of comparability applies to those whose 
compensation is subject to bargaining as well as those where it is not. Compensation 
comparable to that outside the government is the goal for all levels up to EX-1. 
Beyond that, the government as the Employer does not see it as realistic to try to 
emulate private sector salaries and simply tries to maintain adequate internal relativ- 
ities or differentials for EX and DM levels. There is also an attempt to maintain an 
adequate barrier or differential between compensation levels for the Management 
Category and those of collectively-bargained groups. 


As the policy of the government as the Employer in matters of compensation is to 
compare fairly with other employers in the private sector and to follow rather than 
lead, the practice over the years has been to have different national or regional rates 
of pay where they generally occur in the outside labour market. At the present time, 
there are pressures for change in the long-established policy on where national and 
regional rates of pay will apply. The pressures come from both managers and employees 
in occupations where significant regional variations in pay are occurring because of 
the demand for certain skills, or the higher cost of hiring in an area, coupled with’ 
high turnover and difficulty in recruiting. The question of national versus regional 
rates presents a continuing dilemma which is not easy to resolve. 


Managers should ensure that the pay of their employees is properly administered, and 
should be prepared to assist them with any problems they may have. This requires 
that managers ensure that employees are properly paid on appointment and receive 
increments or performance pay to which they are entitled. Managers should also be 
aware of entitlements on changes in status such as promotion, transfer and retire- 
ment to ensure their employees are properly compensated. 


Most rates of pay are established in collective bargaining, but the pay system and pay 
procedures established by the Employer have been accepted by most bargaining 
groups. Therefore, pay administration is generally the same for both represented and 
unrepresented employees. However, there are a few exceptions and, if an employee is 
a member of a bargaining unit, the appropriate collective agreement should be con- 
sulted to ensure that the employee’s pay is administered correctly. 


Employees below management levels are generally entitled to additional compensation 
when they work overtime at the request of management. Managers are accountable 
for ensuring that the need to work overtime is fully justified. Overtime can be a 
major cost, and therefore operational procedures should be absolutely clear as to 
who may determine the need for overtime and the need to exercise authority when 
overtime is required. Except in designated emergency situations no employee should 
be permitted to be paid for overtime without management approval in advance. 
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When an employee is absent, it may be appropriate to designate a more junior 
employee to act for him or her. Subject to the conditions specified in the relevant 
collective agreement or the rules for unrepresented employees, the employee who is 
required to act at a higher level will be entitled to additional pay as ‘acting pay”. 
However, a manager should not automatically designate a junior employee to act 
temporarily whenever a more senior employee is absent. Managers should review the 
work situation carefully to decide how the duties should be performed. In many 
instances responsibility may be assigned or assumed at higher levels and routine 
tasks distributed to other employees, thereby eliminating any need for acting pay. 


Employees may also be entitled to various allowances for special conditions such as 
standby or call-back, and in other instances payments may be authorized for such 
things as education assistance for dependants and commuting assistance. Managers 
should be aware of these entitlements for their employees. 


Almost without exception, full-time employees contribute toward a pension which is 
payable when the employee retires from the Public Service. The terms for contribu- 
tions and payment are set out in the Public Service Superannuation Act and in the 
regulations established under that Act. Pensionable employment includes current 
employment and may include employment before the employee became a current 
contributor which can, under certain provisions of the Act, be elected as pensionable 
employment. Employees who have previous periods of employment in the Public 
Service, or with other employers, should be advised to check with their personnel 
office to find out if their former employment may be elected as pensionable 
employment. | 


In addition to any rights to a pension, most long-service employees will be entitled to 
a severance payment when they cease to be employed in the Public Service. Severance 
pay is payable in respect of years of continuous employment. Conditions for payment 
and the calculation of severance pay are detailed in appropriate collective agreements 
for represented employees, and for unrepresented employees, exclusive of the 
Management Category, in the Directive on Terms and Conditions of Employment for 
Certain Unrepresented Employees. Similar provisions will be found in the directives 
applicable to the Management Category. 


Additional information can be found in PMM Volume 8 — Compensation. 


Members of the Management Category are subject to the Management Category 
Salary Administration Plan. The objective of this plan is to encourage optimum 
performance by enabling departments to recognize and reward managers according to 
their contribution to the attainment of the goals of the organization. It reflects an 
approach to managerial compensation used by progressive employers in Canada and 
is in accord with government policy on personnel management. The plan provides 
deputy heads with flexibility in awarding merit pay increases to managers within a 
salary range for each level, and performance awards beyond the job rate to those who 
excen 


Additional information on compensation for members of the Management Category 
can be found in PMM Volume 2 — Management Category. 
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TERMS AND CONDITIONS 


In addition to pay and allowances, employees are entitled to certain working conditions 
and in return must perform tasks and services for the Employer and ultimately the 
public. Hours of work, leave of absence and other aspects of the work situation other 
than rates of pay and allowances are generally referred to as “Terms and Conditions 
of Employment’. 


Terms and conditions of employment are detailed in collective agreements and the 
directives of the Employer. Managers must know the standard hours of work set out 
for both represented and unrepresented employees and have clear procedures to 
ensure that the required hours are worked at approved times. 


A number of collective agreements now provide for variations in the pattern in which 
standard hours may be worked. Most provide for variations in assigned starting and 
finishing times, that is, flexible hours of work. Flexible hours may be established for 
a variety of reasons, from meeting a need to provide extended service to the public to 
suiting the personal preferences of an employee. Some agreements also provide 
authority to approve compressed work weeks, where the required hours may be 
worked in less than five full days a week. In dealing with a request for a compressed 
work week the first consideration of a manager must be to ensure that a satisfactory 
level of service is maintained. This means service not only to the public, but to other 
parts of the Public Service as well as the department. 


Where variations in hours are to be permitted, statements covering the agreement 
should be drawn up and agreed upon by both the manager and the employee. 


Terms and conditions of employment also cover leaves of absence. Some absences, 
such as vacation leave, can be controlled; others, such as sick leave, cannot, and yet 
even here the manager is expected to satisfy himself or herself that usage is bona fide. 
Managers must schedule vacation leave for themselves and their staff in such a way 
that service to the public is ensured and that the service can be maintained even if 
there are unexpected absences due to illness. 


There are various other reasons for granting employees leave, sometimes with pay 
and in other instances without pay. Leave for some purposes must be granted, and in 
other cases discretion may be exercised in reaching a decision on the granting of 
leave. Reasons for leave and the degree of discretion that may be exercised will be 
found in collective agreements and the rules applicable to unrepresented employees. 


For ready reference, managers would be well advised to have on hand a copy of the 
Directive on Terms and Conditions of Employment for Certain Unrepresented 
Employees and the collective agreements relevant to their employees. As well, 
additional information can be found in PMM Volume 8 — Compensation. 
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EMPLOYEE ORIENTATION AND INTERNAL COMMUNICATION 


The first few days and weeks in a new job often determine how employees will 
perform in the future. If they are happy with what they see and learn during that 
period, they will usually go on to become good and productive workers. If not, they 
may quickly decide to go elsewhere with, in many cases, considerable cost and harm 
to themselves and the organization. Thus a sound orientation program is most 
important, and the key element is the immediate supervisor, who sets the climate for 
the new employee. 


As a minimum, departmental orientation programs are to include the following 
subjects: 


— job orientation, 

— terms and conditions of employment, 

— opportunities for development, 

— the department’s role, 

— the department’s relationships to other agencies, and 

— the employee’s role as a public servant. 

Employees also should be made aware of the emphasis that the federal government 
places on effective communication within and among departments. For example, all 
employees should understand: 

— the purpose, objectives, and activities of the organizations in which they work; 

— their rights, obligations, privileges, and responsibilities; and 

— the results expected of them. 

Fully implemented, an employee orientation program and an effective policy of 
internal communication can benefit both managers and employees and can contri- 


bute to enhanced working relationships and increased productivity. 


Additional information on both employee orientation and internal communication 
can be found in PMM Volume I — Personnel — General. 
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OCCUPATIONAL HEALTH AND SAFETY 


Under federal government policy, the management of each Public Service department 
and agency is responsible for the organization and ongoing maintenance of formal 
health and safety programs designed to minimize the various risks and hazards of the 
work. Within this requirement, each manager is responsible directly for the safety, 
health and well-being of employees under his or her supervision and, in consultation 
with employees or their representatives, for the provision of a work environment 
that, to the maximum extent possible, is free from occupational hazards. Specific 
managerial responsibilities include: 


— the application of approved policies, procedures, standards, and guides; 
— the establishment of joint union/management safety and health committees and 
the encouragement of active employee participation in health and safety 


programs; 


— the regular inspection of all facilities and operations and the correction of 
hazards; 


— the provision, in accordance with standards, of required protective clothing and 
equipment; 


— the provision of training and instruction at all levels; 
— the provision of emergency medical aid facilities and training in first aid; 


— the conduct of accident investigations and application of corrective measures; 
and 


— the maintenance of injury records and data, and the evaluation of health and 
safety activities at all supervisory levels. 


All managerial and supervisory responsibilities, as well as the policies, procedures, 
standards and guides which form the basis of the Public Service Health and Safety 
Program may be found in PMM Volume 12 — Occupational Health and Safety, and in 
the third edition of the Treasury Board Handbook of Occupational Health and Safety. 
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EMPLOYEE ASSISTANCE 


The federal Employee Assistance Program (EAP) is based on the accepted theory 
that the work environment can be effectively utilized for the early identification and 
motivation for assistance or treatment of employees troubled with health or behav- 
ioural problems. EAP is a program designed to identify, counsel and assist, or provide 
for the rehabilitation of, employees with health or behavioural problems, including 
those related to the misuse of alcohol. EAP is designed to encourage employees 
to seek help voluntarily for personal problems in complete confidence before the 
problem has a serious or measurable effect on work performance. The employee with 
an alcohol-related problem or other addiction should be aware that, while every 
assistance will be provided, a definite personal commitment both to follow the 
program and to improve work performance is required and must be demonstrated; 
otherwise job security may be in jeopardy. The manager or supervisor is the key 
person in the successful administration of EAP. 


Each department and agency of the Public Service is required to develop and maintain 
an active program. In this regard, senior departmental management is responsible for 
the development, approval, and administration of such programs and for ensuring 
their successful operation. Departments are also required to inform managers and 
supervisors of their responsibilities under this policy and program. 


In this context, the individual supervisor/manager is directly responsible and account- 
able for identifying poor or deteriorating work performance, and for referring for 
counselling any employee who may have a health or other problem which may be 
interfering with effective work performance. The supervisor/manager must not 
attempt to diagnose a suspected health problem, but is required to document care- 
fully instances where the employee’s work performance consistently fails to meet the 
standards of the job. This requirement is not out of context with normal supervisory 
responsibility for the maintenance of satisfactory levels of performance among 
employees. Similarly, when an employee has recovered or is recovering, the supervisor/ 
manager is expected to provide support for the employee as well as maintaining a 
continued awareness of his or her work performance. 


Additional information on employee assistance can be found in PMM Volume 12 — 
Occupational Health and Safety. 
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INCENTIVE AWARDS 


It is the policy of the government, in the area of personnel management, to provide 
recognition to persons employed in the Public Service for outstanding performance 
of their duties, for other meritorious contributions in relation to their duties, and for 
practical suggestions for improvements. 


There are six programs in this area that are administered under the direction of an 
Incentive Award Board with, where necessary, assistance from the departments and 
agencies. They are: 


— Suggestion Award Program; 

— Merit Award Program; 

— Resource Management Award Program; 

—  Qutstanding Achievement Award Program; 
— Long Service Award Program; and 

— Senior Officer Retirement Program. 


Suggestion Awards 


The purpose of the Suggestion Award Program is to provide management with a 
means of extending formal recognition to employees where their initiative outside 
their normal areas of responsibility has resulted in a worthwhile suggestion for 
improvement in the efficiency and effectiveness of government operations. 


Under this program, a suggestion is defined as a written proposal, plan or idea for 
improvement in respect of the operation of a department or agency that results in: 


— monetary savings; 

— increased efficiency or productivity; 

— conservation of property, energy, materiel or other resources; 
— improved working conditions; or 

— any advantage to the operation of the Public Service. 


The minimum financial award under the program is $50 and the maximum is $10,000. 
A deputy head or delegate may grant an award of up to $5,000 while the approval of 
Treasury Board is required for an award between $5,000 and $10,000. Such awards 
are accompanied by a certificate. 


A certificate may also be granted for adopted suggestions made by employees, who, 


by reason of classification level, are ineligible for cash awards. A handbook is avail- 
able for those who wish to know more about the Suggestion Award Program. 
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Merit Award 


An employee is eligible for an award under the Merit Award Program for a meritorious 
contribution. This has been defined as: 


— work performance at a unusually high level over an extended period of time; 


— the successful completion, in a manner beyond what would normally be expected 
by management, of a major project, special assignment or research study; and 


— the performance of duties under abnormal circumstances in a manner which 
constitutes a contribution of unusual merit to the Public Service. 


When a deputy head is of the opinion that a meritorious contribution has been made, 
he or she may recommend to the Incentive Award Board that a citation, as prescribed 
by the Board, be awarded or, alternatively, a citation and an award of $2,500 or less. 
Again, there is a handbook to assist deputy heads to make decisions in this area. 


Resource Management Award 


A Resource Management Award may be granted to a manager who has made an 
outstanding contribution in the field of personnel, materiel, administrative, or 
financial resource management and consists of a citation and an honorarium in the 
amount of $5,000. 


This award may be granted only once each year and is paid out of Treasury Board 
funds after a selection is made by a committee which is composed of the Secretary of 
Treasury Board as chairman, the Comptroller General and the Chairman of the 
Committee of Senior Officials. 


Outstanding Achievement Award 


The Outstanding Achievement Award, the highest award in the Public Service, is 
granted for sustained outstanding service and consists of a citation and an award, the 
value of which will be $5,000 or less. A maximum of five awards may be granted in 
any one year. 


An outstanding achievement has been defined as the performance of duties in a most 
outstanding manner over a period of three or more years. This sustained high perfor- 
mance should be measurable in some way, possibly in the form of an extraordinary 
accomplishment or sustained contribution to improved efficiency and government 
performance. 


Nominations are sought annually respecting executives who have given evidence of 


sustained outstanding performance in such Public Service endeavours as science and 
research, economy and finance, culture, social policy, representation abroad and 
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technical and professional activities. A special committee appointed by the Prime 
Minister makes the selections. 


Long Service Award 


The Long Service Award is in a form prescribed by the Incentive Award Board and 
consists of a wooden plaque for those who have completed 25 years of service and a 
medallion for those who retire with a minimum of 35 years of service. Those who 
retire with less than 35 years of service may receive a retirement certificate. These 
awards are made by the departments and agencies themselves. 


Senior Officer Retirement Certificate 


A Senior Officer Retirement Certificate may be granted to senior officers who have a 
minimum of ten years of public service and have held the appointment of deputy 
head, assistant deputy head or equivalent diplomatic rank. The Incentive Award 
Board is responsible for making arrangements respecting the manner in which this 
certificate is to be presented. 


Additional information on incentive awards can be found in Chapter 365 of the 
Administrative Policy Manual. 
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CONCLUSION 


An attempt was made to focus on areas that Public Service managers might like to 
have included in a guide such as this. 


Although an effort was made to obtain the views of a small cross-section of senior 
officials, we realize that this is no substitute for the opinion of the nearly 4000 
officials in the Management Category. 


Therefore, it is our intention to publish another edition of this book in about two 
years, after the Treasury Board Secretariat and Public Service Commission have 
received a reaction to its contents and style. 


Members of the Management Category are invited to send their views to the sponsors 
for consideration in preparing the next edition. We would particularly like to hear 
from managers who have a substantial number of employees under their jurisdiction 
and thus must take a particular interest in personnel matters. 


In order that these views may be collected in a systematic way, please submit written 
comments to: 


~ Policies and Procedures Group 
Personnel Policy Branch 
Treasury Board Secretariat 
Ottawa, Ontario. 
K1A ORS 


Incidentally, much of the material in this book was drawn from the PMM and, to a 
small extent, from the Staffing Manual of the Public Service Commission and the 
Administrative Policy Manual of Treasury Board. Those who wish to learn more 
about particular topics are invited to refer to these manuals or consult with appro- 
priate officials in the agencies involved. 


Although the Public Service is now in a period of consolidation, there is little doubt 
that the eighties, like the seventies, will bring many changes. The managers who are 
likely to survive and succeed in this environment are those best able to adapt to these 
changes. It is hoped that this book will provide them with a foundation in the 
personnel area that will help them to do so. 
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APPENDIX A 


LEXICON OF TERMS AND DEFINITIONS 


Note: With the exception of those indicated with an asterisk (*), all the definitions 
contained in this Appendix have been taken from the Treasury Board Secretariat/ 
Public Service Commission Lexicon of Personnel Terms and Definitions. 
Abandonment of Position 

An employee’s abdication of employment as evidenced by a voluntary, but unautho- 
rized, absence from duty for a period of at least one week. 

Accredited Classification Specialist 

An employee designated by Treasury Board Secretariat as meeting the basic, situa- 
tional and demonstrated criteria established for classification specialists. 

Acting Appointment 

The designation of a person to carry out, for a temporary period, the duties and 
responsibilities of a position having a higher maximum rate of pay. 

Acting Pay 

The additional pay an employee receives when required to perform, for a temporary 
period, the duties of a higher position than the one held by that employee on a 
substantive basis. 

Adjudication 


Refers to the procedure where an employee has presented a grievance up to and 
including the final level in the grievance process with respect to: 


(a) the interpretation or application, in respect of the employee, of a provision of a 
collective agreement or an arbitral award, or 


(b) disciplinary action resulting in discharge, suspension or a financial penalty 
and the grievance has not been dealt with to the employee’s satisfaction. 
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Administrative Priority 

Entitlement to consideration for appointment before others and without competition, 
based on Public Service Commission policy. 

Appeal 

A request made to have a board, established under paragraph 5(d) of the Public 
Service Employment Act, inquire into the circumstances of an appointment or 
proposed appointment from within the Public Service, or of a recommendation for 
release or demotion because of incompetence or incapacity. 

Appointment 

An action taken pursuant to the Public Service Employment Act to confer position 
incumbency upon a person in all cases other than secondments, assignments, or 
acting appointments. 


Appointment for a Specified Period 


An appointment for which the expected duration is fixed. 


Arbitration 

The procedure by which a board acting under the authority of the Public Service 
Staff Relations Act hears both sides of an interest dispute and issues an award which 
is binding on both parties. 

Area of Competition 

Factors governing eligibility for consideration for appointment expressed in terms of 
area of residence and, in the case of closed competitions, in terms of the part, if any, 
of the Public Service and the occupational nature and level of positions, if any. 
Bargaining Agent 

Means an employee organization (a) that has been certified by the Public Service 


Staff Relations Board as bargaining agent for a bargaining unit, and (b) the certifica- 
tion of which has not been revoked. 
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Bargaining in Good Faith 

The requirement that two parties meet and confer at reasonable times with minds 
open to persuasion with a view to reaching agreement on new contract terms. Good 
faith bargaining does not imply that either party is required to reach agreement on 
any proposal. 

Bargaining Unit 

Means a group of two or more employees that is determined, in accordance with the 
Public Service Staff Relations Act, to constitute a unit of employees appropriate for 
collective bargaining. 


Bench-Mark Description 


The description of illustrative work performed in a job which exemplifies the degrees 
of the factors and/or the classification levels in an evaluation plan. 


Note: The bench-mark description commonly comprises the identification of 
information, a summary of the duties stating the function and purpose of 
the job, a list of duties, the percentage of time devoted to each duty, and 
specifications written in terms of factors used in the rating plan. 


Bilingual Position 


A position which requires the knowledge and use of both official languages. 


Bilingual Region 


A designated geographical area in which staffing notices must be provided in both 
official languages. 


Note: The designated geographical areas are prescribed by the Official Languages 
Branch, Treasury Board Secretariat. 


Block Conversion 


The process of conversion “en bloc” in which positions of a specific class and grade 
or group and level under one classification plan or system are redesignated, without 
individual evaluation, as being in a specific group and level under a new or revised 
system. 
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Business Agent 

A full-time union officer of a local union who handles grievances, helps enforce 
agreements, and performs other tasks in the day-to-day operation of a union. 
Certification 

Official designation by the Public Service Staff Relations Board of a union as sole 
and exclusive bargaining agent, following proof of majority support among employees 
in a bargaining unit. 

Certified Staffing Officer 

An employee designated by the Public Service Commission as one with sufficient 
expertise in staffing matters to exercise appointment authority or to provide advice 
to those who do. 

Classification 

The administrative procedure required in order to have a position description evaluated 
against a classification standard. 

Classification Audit 

The review of departmental classification operations, including administrative 
activities, for purposes of advising management on the efficiency, effectiveness and 
economy of classification practices and controls. 


Classification Grievance 


A written complaint by an employee against the evaluation of his/her position. 


Classification Standard 

The document containing the category definition, group and sub-group definitions 
with inclusions and exclusions, the job evaluation plan, and a series of bench-marks 
to be used as guides in evaluating jobs. 


Closed Competition 


A competition that is open only to persons employed in the Public Service. 
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Collective Agreement 

Means an agreement in writing entered into under the Public Service Staff Relations 
Act between the Employer, on the one hand, and a bargaining agent, on the other 
hand; an agreement containing provisions respecting terms and conditions of employ- 
ment and related matters. 


Collective Bargaining 


Method of determining wages, hours and other conditions of employment through 
direct negotiations between the union and employer. 


Note: Normally the result of collective bargaining is a written contract that covers 
all employees in the bargaining unit, both union members and non-members, 
for a specified period of time. 

Competition 

A staffing process in which all prospective candidates who respond to notice or are 


identified by means of an inventory are considered in terms of their relative suitability 
for appointment. 


Complaint 


A verbal or written expression of dissatisfaction by an employee relating to his or her 
employment addressed to his or her superior. 


*Compressed Work Week 


See Variable Work Week. 


Conciliation and Mediation 

A process that attempts to resolve interest disputes by compromise or voluntary 
agreement. By contrast with arbitration the mediator, conciliator or conciliation 
. board does not bring in a binding award and the parties are free to accept or to reject 
the recommendation. 


Note: Conciliation is a prerequisite to legal strike action. 
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Contract for Personal Services 

A formal agreement with an individual or firm to provide the services of one or more 

individuals that does not result in the establishment of an employee-employer 

relationship. 

Conversion 

The process of changing the designation of all positions in a group or level to cover 

their assignment to a new or revised evaluation plan. 

Decertification 

The procedure for removing a union’s official recognition as exclusive bargaining 

representative. 

Delegated Staffing Action 

A staffing action for which authority has been vested by the Public Service Commission 

in a department or agency. 

Delegation 

The devolution of authority to classify positions from Treasury Board Secretariat to 

and within departments and agencies of government. 

Demotion 

The appointment of an employee to a position in the same group (and subgroup) at a 

level lower than that of the former appointment or to a position in any other group 

(or subgroup) for which the maximum rate of pay is lower than the maximum rate of 

pay for the position to which she/he was formerly appointed. 

Note: Such action may be effected involuntarily (for reasons of incompetence or 
incapacity), or voluntarily, on the part of the employee. 

Desirable Qualification 

The training, ability, knowledge, accomplishment or personal attribute that is 

advantageous but not essential for the performance of the duties and responsibilities 


of a position and that may be taken into account in the assessment of candidates, 
where applicable. 
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Discharge 

Involuntary termination of employment by reasons of breach of discipline or 
misconduct. 

Discrimination 

Unequal treatment of workers, whether through hiring or employment rules or 
through variation of the conditions of employment, because of sex, age, marital 
status, race, creed, union membership, or other activities. In many cases discrimina- 
tion is an unfair labour practice under federal or provincial laws. 

Dismiss an Appeal 

To reject after inquiry an appeal made against an appointment or proposed appoint- 
ment from within the Public Service, or against a recommendation for release or 
demotion because of incompetence or incapacity. 

Dismissal 

The termination of the employment of an employee who has been found to have 
contravened the restrictions on political partisanship. 

Downgrading 

An action which results in the assignment of a position to a level which carries a 
lower maximum rate of pay. 


Downward Transfer 


A voluntary demotion. 


Duty 


A recognizably different segment of a job. 


Eligible List 


A document which contains the names of some or all of the candidates found qualified 
in a competition and which expresses the sequence in which appointments, if any, 
will normally be offered. 
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Employee Appraisal 


An evaluation of an employee’s work performance, an estimation of his/her potential, 
and an identification of the employee’s other qualifications, training and develop- 
ment needs as well as possible future assignments. 


Employee Inventory 


An ordered record of information about persons for use in identifying prospective 
candidates in closed competitions. 


Essential Qualifications 


The training, abilities, knowledge, accomplishments or personal attributes which are 
necessary for the performance of the duties and responsibilities of a position and 
which form the basis for assessment and ranking of candidates. 


Factor Comparison 


A quantitative method of evaluating jobs in which key jobs are described in terms of 
specific factors. 


Note: These factors are then assigned weights appropriate to their relative impor- 
tance. To evaluate a job, the specified factors present in it are compared 
with the weighted factors of the key jobs. The total of the factor values or 
the predominant degree assigned thus determines the worth of the whole 
job. 


Final Level 


The final departmental level in the grievance process. Normally the deputy head or 
his/her authorized representative. 


*Flexible Hours 


A system which gives management the discretion to grant employees some measure 
of control over their working hours. Employees are required to work a full working 
day (for example — 7 1/2 hours) each day but may, subject to operational require- 
ments, be permitted to vary their starting time (between 0700 hours and 0930 
hours), finishing time (between 1530 hours and 1800 hours) and lunch period 
(between 30 and 90 minutes). 
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Fringe Benefits 


Non-wage benefits such as paid vacations, pensions, health and welfare provisions, 
life insurance, et cetera, the cost of which is borne in whole or in part by the employer. 


Note: Such benefits have accounted for an increasing percentage of worker income 
and labour costs in recent years and have thus become an important aspect 
of collective bargaining. 

Full-Time Employee 

A person appointed to the Public Service who is ordinarily required to work the 

standard number of hours a week prescribed by the relevant collective bargaining 

agreement or the employer, as applicable. 

Green Circle 

The classification or conversion of a position resulting in a salary range higher than 

that already carried by the position. 

Grievance 

Means a complaint in writing presented in accordance with the Public Service Staff 

Relations Act by an employee on his/her own behalf or on behalf of himself/herself 


and one or more other employees. 


Note: The Act defines the term “employee” with respect to grievances. 


Illegal Strike 

A strike called in violation of the law. 

Note: Strikes are generally illegal when they occur as a result of a dispute over the 
interpretation of a collective agreement currently in force, when they occur 


before conciliation procedures have been complied with, or when certifica- 
tion proceedings are under way. 


Imperative Appointment 


An appointment to a bilingual position for which persons must meet the language 
requirements upon appointment. 
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Incapacity 

The inability to perform assigned duties for reasons normally related to mental, 
physical, or other factors. 

Incentive Award Plan 

The terms and conditions respecting the payment and granting of awards for sugges- 
tions, meritorious contributions, outstanding achievements and long service. 
Incompetence 

The inability to perform assigned duties for reasons normally related to deficiencies 
in qualifications. 

Indeterminate Appointment 


An appointment for which the expected duration is not fixed. 
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Job 

Either a unique position or a number of positions that are essentially similar and 
adequately described by one job description. 

Job Analysis 

The systematic collecting, sorting, analyzing and recording of data concerning: the 
duties and responsibilities of a job; the knowledge and ability required; the mental 
and physical demands; and the conditions under which the work is performed. 


Job Evaluation 


The complete operation of determining the value of the individual job in relation to 
the other jobs in the organization. 


Jobbing 


The combining of virtually identical positions for purposes of developing a single 
position description and/or classification. 
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Labour-Management Committee 

Any committee having representation from both management and labour; discussion 
subjects may include safety and health, productivity, quality of working life, training 
etc. 

Language Requirements 

The need for a knowledge of the English language only, the French language only, 
either the English language or the French language, or both, in order to perform the 
duties and responsibilities of a position and, in the case of a bilingual position, the 
language skills necessary in each of the official languages as a second language. 
Language Standard 

A formalized description of the levels of linguistic proficiency for each language skill 
in each of the official languages as a second language, for the purpose of staffing 
bilingual positions. 


Layoff 


The termination of employment of a person because of lack of work or the discon- 
tinuance of a function. 


Note: Also refers to a person whose employment has been terminated because of 


lack of work or the discontinuance of a function and who is considered 
suitable for appointment. 


Layoff Right 

The entitlement to a priority consideration for appointment without competition to 
any appropriate position, and to eligibility to compete for positions as if the layoff 
had not occurred. 


Layoff Status 


The condition of a person who has been laid off and who enjoys layoff rights. 


Level 
The relevant ranking of a position within an occupational group or subgroup arrived 


at as a result of analysis and evaluation. Also means a level of management to which a 
grievance is presented. 
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Management Rights 

These encompass those aspects of the employer’s operations that do not require 

discussion with or concurrence by the union, or rights reserved to management which 

are not subject to collective bargaining. 

Merit System 

A network of procedures and methods used to give effect to the merit principle 

within the context of the Public Service Employment Act. 

Occupational Category 

A broad series of “job families” characterized by the nature of the functions performed 

and the extent of academic preparations required. 

Open Competition 

A competition that is open to persons who are employed in the Public Service as well 

as to persons who are not so employed. 

Part-Time Employee 

A person appointed to the Public Service who is ordinarily required to work less than 

the standard number of hours a week for the occupational group prescribed by the 

relevant collective bargaining agreement or the employer, as applicable. 

Note: Persons appointed to the Public Service who will not ordinarily work more 
than one-third of the normal period for persons doing similar work are 
excluded from the operation of the Public Service Employment Act. 


Performance Pay 


Pay based upon the employee’s assessed level of performance. 


Point-Rating 

A quantitative method of job evaluation in which the duties and demands of a job 
are compared factor by factor with a predetermined scale of defined factor degrees 
which have been assigned numerical values. 


Note: The sum of the individual factor ratings establishes the level of the position. 
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Position 


An aggregation of duties and responsibilities that can be discharged by one individual. 


Position Description 

The description of the work to be performed in the job. 

Note: It commonly comprises the identification information, a summary of the 
duties stating the function and purpose of the job, a list of the duties 
identifying WHAT is done, WHY and HOW it is done, and the percentage of 
time devoted to each duty. 

Prime User 

A designation by the Public Service Commission, accorded to departments which are 

major users of an occupational group, which allows such departments to perform 

external recruitment functions normally performed on their behalf by the Public 

Service Commission for the occupational group or subgroup specified. 

Priority 

Entitlement to appointment or consideration for appointment before others and 

without competition. 

Priority Clearance System 

A network of procedures established to ensure that persons with priority entitlement 

are duly considered for appointment before others. 

Probation 

A trial of an employee’s capabilities and competence to fulfil the requirements of the 

position through the performance of its duties and responsibilities for a designated 

period immediately following the appointment. 

Promotion 

Appointment in the same group (and subgroup) at a level higher than that of the 

former appointment or to a position in any other occupational group (or subgroup) 


for which the maximum rate of pay is greater than the maximum rate of pay for the 
former position. 
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Ratification 

Formal approval of a newly-negotiated agreement by vote of the union members 
affected. 

Reclassification 

A re-evaluation of a job for purposes of establishing an appropriate point-rating, 
following changes made in the duties or as a result of organizational changes. 
Recruitment 


A course of action designed to elicit applications from prospective candidates for 
positions to be staffed. 


Red Circle 


Identification of a salary rate or range lower than that applicable to a position prior 
to its reclassification or conversion. 
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Rejection on Probation 

The termination of the employment of an employee for cause during the probationary 
period. 

Release 

The termination by the Public Service Commission of the employment of a person 
for reasons of incompetence or incapacity. 

Resignation 

An employee’s voluntary termination of employment, expressed and accepted 
in writing. 

Right of Appeal 

The entitlement to have an appointment or proposed appointment from within the 


Public Service, or a recommendation of release or demotion because of incompetence 
or incapacity inquired into by an appeal board. 
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Security Clearance 

Certification required by the deputy head in respect of candidates to be appointed 
to certain positions involving the handling of classified material relevant to the 
safety and security of Canada. 

Selection Board 

The person or persons who assess(es) and rank(s) candidates in terms of their qualifi- 
cations for appointment. 

Separation 

The termination of a person’s employment in that part of the Public Service to which 


the Public Service Commission has the exclusive right and authority to appoint 
persons. 


Shop Steward 

A union official who represents a specific group of members and the union in union 
duties, grievance matters, and in complaints about employment conditions. Stewards 
are usually part of the work force they represent and handle their duties only on a 
part-time basis. 

Slowdown 


A deliberate lessening of work effort without an actual strike, in order to force 
concessions from the employer. 


Specified Officer 


The immediate supervisor, local officer in charge or other officer designated by 
management as a person authorized to accept a grievance. 


Strike 


Means a cessation of work or a refusal to work or to continue to work by employees 
in combination or in concert or in accordance with a common understanding, or a 
slow-down or other concerted activity on the part of employees designed to restrict 
or limit output. 
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Term Appointment 


An appointment for which the expected duration is fixed. 


Transfer 
The appointment of an employee to a position in the same occupational group (and 
subgroup) at the same level or to a position in any other occupational group (or 


subgroup) where the maximum rate of pay does not exceed the maximum rate of 
pay for the position held by that person immediately prior to the appointment. 


*Underfill 


An appointment below the classified level of a position. 


* Variable Work Week 


Many collective agreements contain provision for employees to request that they be 
permitted to complete their weekly hours in a period other than 5 full days and to 
average their hours over some specified period, that is to say — the variable work 
week. This is also known as the compressed work week. 


Veterans’ Preference 
In open competitions, the entitlement of qualified persons, by virtue of war service, 


to appointment before others whose names appear on the eligible list and to special 
consideration with respect to age and physical requirements. 
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APPENDIX B 
CONSULTATIVE BODIES 


National Joint Council (NJC) 


The NJC is a consultative body created by Order in Council in 1944. The purpose of 
the NJC is to promote the efficiency of the Public Service and the well-being of its 
employees by providing for regular consultation between the government, as the 
Employer, and employee organizations certified as bargaining agents under the Public 
Service Staff Relations Act. 


The NJC consults on many matters in respect of which it is desirable to have the 
same policy throughout the whole of the Public Service — such matters as the Travel 
Policy, the Relocation Policy, Isolated Posts Directive, Commuting Assistance and 
Disability Insurance. It would be most difficult and time-consuming to negotiate 
such matters as these at the bargaining table separately for over 80 bargaining units. 
These matters, and many others, have been dealt with satisfactorily in the NJC 
forum, to the general benefit of public servants. 


The membership of the NJC includes 15 employee organizations which constitute 
the Staff Side. A number of senior administrative officers of the Public Service and a 
chairman, who are appointed by the President of the Treasury Board, make up the 
Official Side. As well, there is a co-chairman, elected by the Staff Side. The chairman 
and the co-chairman alternate in presiding over the meetings, which are held quarterly. 


Joint Consultation Committee (JCC) 


The JCC was established to provide a forum for the Public Service Commission 
(PSC), Public Service bargaining agents and departmental representatives to discuss 
matters of common concern relating to the Public Service Employment Act and to 
exchange information and views. The forum provides bargaining agents and depart- 
ments with an opportunity for input into the PSC’s ultimate decisions and actions. 
As well, it provides the PSC with the opportunity to brief bargaining agents and 
departments on new developments and generally provide for automatic feedback on 
problems encountered, as well as a means for the dissemination of information to the 
parties concerned. 


While consensus may often result from these discussions, none of the parties are 
bound by JCC views; however, all are in a position to discharge their responsibilities 
in the light of the knowledge acquired of the views of others. 


The membership of the JCC is composed of the Chairman of the Public Service 


Commission as Chairman and an individual appointed from the bargaining agent’s 
side as Co-Chairman; PSC Commissioners (or directors general where appropriate); 


96 


departmental representatives including two deputy heads, two senior line managers 
— and two directors of personnel; and bargaining agent heads (or senior individual as a 
substitute). The committee meets on a quarterly basis. 


Interdepartmental Committee on Personnel 
Policies for Managers (ICPPM) 


The mandate of the ICPPM is to advise the Secretary of the Treasury Board and the 
Public Service Commission on personnel policies and plans respecting personnel 
management of the Public Service of Canada. 


It is co-chaired by the Deputy Secretary of the Personnel Policy Branch, TBS, and a 
Commissioner of the Public Service Commission. The current membership includes 
nine departmental representatives and a secretary from the Treasury Board Secretariat. 
The membership is currently being revised to include regional representation. It 
meets twice a year. 


Management Category Coordinating Committee (MCCC) 


MCCC provides a forum for discussion of matters of interest and importance to the 
Management Category. As well, its role is to provide reports to and exchange infor- 
mation with its members on relevant issues. MCCC reports to the Committee of 
Senior Officers. It has no decision-making authority. 


It is co-chaired by the Deputy Secretary, Personnel Policy Branch, TBS, and a 
Commissioner of the PSC. Other members include the Director, Senior Personnel 
Secretariat of the Privy Council Office; the Assistant Secretary, General Personnel 
Management Division, Personnel Policy Branch, TBS; and the Director General of the 
Management Category Programs Branch of the PSC. The committee generally meets 
once a month. 


Advisory Group on Executive Compensation 


The Advisory Group was set up in 1978 to provide the government with independent 
advice on rates of pay and conditions of employment for managers in the Public 
Service. Its current membership is composed of seven prominent private sector 
executives. The group generally meets for a day or two each Spring. 


Senior Steering Committee on Personnel 
Data Systems in the Public Service 
The committee was formed following acceptance of the recommendations contained 


in the Kerr-Dawson report. Its role is to provide the impetus to bring about the 
required changes to anomalous situations in the area of Personnel Data Systems in 


of 


the Public Service. It ensures that plans, activities and tasks identified as necessary 
for the successful implementation of recommendations in the report are carried out 
within reasonable time frames. As well, it provides a high level of commitment to the 
concept and philosophy of coordinated, cooperative, mutual development and 
sharing of data/information and the elimination of duplication in Personnel Data 
Systems in the Public Service. The committee provides guidance and direction to the 
Coordinating Office which reports to it. 


The membership of the Senior Steering Committee is composed of a Commissioner 
of the Public Service Commission as Chairman, and the Assistant Secretary, Organiza- 
tion and Classification Division, Personnel Policy Branch, TBS, the Assistant Deputy 
Minister, Management Services, SSC, and the Director, Evaluation and Audit Division, 
Official Languages Branch, TBS. The Secretary to the Committee is the Chairman of 
the Coordinating Office (Director, Personnel Information Systems and Pay Adminis- 
tration, TBS). The Committee generally meets once each quarter. 


Senior Steering Committee on Pay Administration 


The role of the committee is to approve the roles and responsibilities of all organizations 
involved in the separate portions of pay administration; to assure that these approved 
roles and responsibilities are effectively implemented; to monitor the progress 
according to the plans and activities of all parts of pay administration; to approve 
new plans and activities and modifications to existing plans; and to give advice 
and direction in areas of concern as required for consistency and conformity to 
overall pay administration policy. 


The committee is composed of the Assistant Secretary of the Organization and 
Classification Division, Personnel Policy Branch, TBS as the Chairman, and five other 
senior representatives from TBS, Office of the Comptroller General and Supply and 
Services Canada. The Chief, Pay Administration Coordination Section of TBS, is the 
Secretary. The committee usually meets on a quarterly basis. 


Personnel Administration/Interdepartmental Committee (PE/IDC) 


The role of the PE/IDC is advisory in nature. Its purpose is to discuss questions of 
personnel policy or changes in policy. As well, it effects changes in policy related to 
the PE group or any functions of the PE group. For example, the PE/IDC coordi- 
nated and sponsored the study group on improved personnel administration in the 
Public Service that led in 1981 to recommendations for change in the personnel 
community. 


The committee is chaired by the Assistant Secretary, General Personnel Management 
Division, Personnel Policy Branch, TBS. Its members are selected directors general of 
personnel from seven departments as well as senior officials of the Public Service 
Commission. The committee meets at the call of the chair but usually at least quarterly. 
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Staff Training Council 


The Staff Training Policy provides for the establishment of a Staff Training Council 
with a mandate to oversee training in the Public Service, and to advise and make 
recommendations to Treasury Board on training policies and programs. 


Treasury Board approved a new Staff Training Policy which was published and 
distributed July 10, 1981, for inclusion in the Personnel Management Manual. The 
Policy enunciates, for the guidance of departments and agencies, the policy of the 
Treasury Board with regard to the training of public servants, including managers. 


The Staff Training Policy further provides that the Staff Training Council may 
implement its mandate through a series of specialized training boards. The role of the 
boards is to advise the Council on certain areas of training. 


The Council is chaired by the Secretary of the Treasury Board. Its current members 
are Deputy Minister, National Revenue — Customs and Excise; Deputy Secretary, 
Personnel Policy Branch, TBS; Chairman, Public Service Commission; Deputy 
Minister, National Defence; the Comptroller General of Canada; the Director General, 
Staff Development Branch, Public Service Commission; Deputy Minister, Indian and 
Northern Affairs; Senior Assistant Deputy Minister, Transport; and the Commissioner, 
Correctional Service of Canada. The Staff Training Council generally meets on a 
quarterly basis. 


Advisory Committee on the Employment of the Handicapped 


The Committee acts as advisor to the President of the Treasury Board through 
officers of Treasury Board Secretariat. Its members provide advice on existing and 
anticipated problems, especially from the perspective of the handicapped. The 
committee assists TBS officers and others elsewhere in the Public Service who are 
responsible for the program to understand and analyze such problems better and to 
develop means of dealing with them which are practical and effective, and which 
reflect sensitivity. The Committee is responsible for ensuring that the diverse 
problems encountered by those with different kinds of disabilities are given the 
necessary consideration. The members are requested to obtain opinions on specific 
questions from the ‘consumer’ group they represent. They assist TBS officers in 
deciding on priorities within approved projects (for example — which modifications 
are the most effective or require the earliest attention). The Committee is available 
for consultation by other federal government departments on specific topics, upon 
request. 


Its membership is comprised of twelve individuals who have been selected from the 
names proposed by a number of handicap organizations. Selection is made to provide 
the best mix of experience with respect to various handicaps, geographic distribution 
and personal expertise in subjects related to the employment of those with handicaps 
in the federal Public Service. Members are appointed for two years. The Committee 
meets about three times each fiscal year. 
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Joint Committee on the Quality of Worklife (QWL) 


In early 1975, this committee of deputy ministers was sufficiently impressed with 
the potential of QWL to suggest that the principles be applied to the Public Service 
of Canada. They agreed to seek the cooperation of the two unions representing the - 
largest number of bargaining units in the Public Service — the Public Service Alliance 
of Canada and the Professional Institute of the Public Service of Canada. As a result 
of this agreement, two joint committees were formed to oversee and encourage QWL 
initiatives — the Joint Committee on QWL and the Joint Core Group on QWL. 


The role of the Joint Committee on Quality of Worklife is as follows: to monitor the 
impact of initiatives in order to determine the implications for service-wide personnel 
policy issues; to provide support for departmental initiatives; and to identify resources 
and occasions for the diffusion of QWL. 


Its membership is composed of the Deputy Secretary, Personnel Policy Branch, TBS; 
a Commissioner of the Public Service Commission; the Deputy Minister, Labour 
Canada; presidents of the Public Service bargaining agents participating in QWL 
initiatives; and, on a rotational basis, deputy ministers of the departments or agencies 
participating in QWL initiatives. The Joint Committee meets every six months, or 
more often, if required. 


Steering Committee on Affirmative Action 


This committee provides a forum for interested parties to influence steps being taken 
and to monitor the progress being made to introduce a program of affirmative action 
for women into the federal Public Service. Chaired by the Secretary of the Treasury 
Board, it must approve the overall strategic plan, including both projects in particular 
departments and the plans of the three lead departments (TBS, PSC and CEIC), as 
well as any proposed central systems changes. The Steering Committee also makes 
recommendations to the government regarding later implementation throughout the 
Public Service and Crown corporations of whatever strategy is deemed appropriate. 


Its membership is comprised of thirteen senior government officials and a bargaining 
agent representative. The Committee meets once each quarter. 


Joint Council on Native Employment 


The mandate of the Council is to provide a forum for continuing discussions on 
implementation of policy between the federal government (mainly through TBS and 
PSC) and the national Native associations; to foster the development of a comprehen- 
sive, workable program which will be sensitive and responsive to the needs and 
aspirations of native people, and to ensure that the Native Employment Policy is 
implemented both at headquarters and in the field. 
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The Council is co-chaired by the Assistant Secretary, Developmental Personnel 
Policies and Activities Division, TBS and by a Commissioner of the Public Service 
Commission. Members of the Council include presidents of the National Indian 
Brotherhood, the Native Council of Canada, Inuit Tapirisat of Canada, the Native 
Women’s Association of Canada and the National Association of Friendship Centres. 
The Council meets on an “as required”’ basis. 


Advisory Council on Personnel Policy (ACPP) 


The purpose of the Council is to provide a forum for the exchange of information 
and advice between senior departmental personnel advisors and their senior depart- 
mental line managers with senior officials of the Public Service Commission and the 
Treasury Board Secretariat on the development of personnel policies and programs 
for the Public Service. The Treasury Board Secretariat, the Public Service Commission, 
and any other member of the ACPP may use the Council as a consultative body. The 
ACPP provides a forum for exchange of views useful to the Treasury Board and the 
Public Service Commission in developing new policies in response to changing 
situations. 


The Council consists of fourteen members, made up of two co-chairmen, nine senior 
personnel advisors, and three senior line managers. The chairmanship is shared equally 
by the Chairman of the Public Service Commission and the Deputy Secretary, 
Personnel Policy Branch, TBS, who are permanent members of the Council. Members 
are chosen from among the senior personnel advisors and senior line managers of 
departments and agencies. The mandate of each member is for two years. The 
Council generally meets on a quarterly basis. 


Committee of Senior Officials (COSO) 


In 1968, the government established a Committee of Senior Officials on Executive 
Personnel (COSO) appointed by the Prime Minister to deal with the Governor-in- 
Council appointees and to advise: 


— on matters relating to administration of the structure of executive salaries; and 


— on the placement of individuals occupying such positions at particular salary 
rates within the relevant ranges. 


The Committee of Senior Officials constitutes the most direct link between the 
Cabinet, Governor-in-Council appointees, and the Public Service, as well as between 
the government and the Advisory Group, on matters of pay and performance. 


The Committee of Senior Officials consists of the Clerk of the Privy Council and 


Secretary to the Cabinet as Chairman, the Secretary of the Treasury Board, the 
Chairman of the Public Service Commission and four other senior deputy heads. 
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These four are appointed for two-year terms with two being rotated each year. The 
Committee usually meets every two weeks. 


One of the main responsibilities of COSO is to conduct an annual performance 
evaluation review which results in salary recommendations being made to the Cabinet . 
Committee on the Public Service and then to Cabinet. On a somewhat different level 
COSO serves as a particular point of reference for specific Public Service issues such 
as Executive Resourcing Strategy, Post-Employment Guidelines, proposed amend- 
ments to the Public Service Employment Act, Conflict of Interest Guidelines, pen- 
sions, et cetera. 


It was the view of the Advisory Group, agreed to by the government, that COSO 
should have the responsibility to evaluate properly the comparative responsibilities of 
all Governor-in-Council positions and make recommendations as to their appropriate 
classification and salary levels. 


Following its creation, COSO reviewed all of the full-time Governor-in-Council 
positions, examined the relativities between them and finally classified them at the 
appropriate levels within the SX/DM framework. Since the initial classification 
exercise, individual positions have been reviewed and some reclassifications have 
resulted. A total review of all Governor-in-Council positions took place in April 
1977. For the most part, the original classifications remained firm until the new 
Governor-in-Council classification system came into effect on November 1, 1981. 
The conversion applied to all full-time Governor-in-Council positions except those at 
deputy head level. 
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APPENDIX C 
LIST OF KEY REFERENCES 


Reports of the Advisory Group on Executive Compensation 
Mailed to members of the Management Category. Copies available from Privy 
Council Office. 


Your Guide to the Management Resources Information System 
Supply and Services Canada 1981 DS-016-NB (07-81). 


Dialogue 
Mailed to members of the Management Category. Copies available from Public 
Affairs Directorate of the Public Service Commission. 


Personnel Management Update (periodic bulletin) 
Copies are delivered in bulk to Directors of Personnel for distribution. 


Management Category Executive Group Information Booklet 
Available from Treasury Board of Canada Secretariat. 


Management Category Volume of the Personnel Management Manual 
Available through departmental directors of personnel. 


The New Management Category — What it Means to You 
Available from Treasury Board of Canada Secretariat. 


Management Category Classification Plan 
Departments (Chiefs of Classification) have copies. 
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Roles et responsabilités du Conseil du Trésor du Canada et de la 
Commission de la Fonction publique en matiére de gestion du personnel (suite) 


FONCTIONS ET ACTIVITES DELEGUEES 
A LA COMMISSION DE LA FONCTION PUBLIQUE 


a 


ET ASSUJETTIES A LA POLITIQUE DU CONSEIL 
DU TRESOR 


Formation et perfectionnement du personnel, y compris la formation 
professionnelle et la formation des cadres, l’élaboration du contenu 
des cours et leur conduite 

Formation linguistique 

Programme Carriére Grand Nord 

Programme Cours et affectations de perfectionnement 

Programmes spéciaux de perfectionnement 

Echanges Canada et programmes internationaux 

Centres d’évaluation des programmes de perfectionnement 

Administration de tests pour l’obtention de la prime de bilinguisme 

Accréditation des agents de formation 

Vérification 

**Classification, formation, paye et avantages sociaux, santé et 
sécurité au travail et relations de travail 
— activités en matiére de langues officielles découlant des 

responsabilités de la CFP 
— marchés de services personnels 
Elaboration de tests d’aptitudes linguistiques 
Prestation de services consultatifs sur l’application des 
Directives concernant les activités postérieures 
a l’emploi 


**Fléments proposés 


FONCTIONS ET ACTIVITES DELEGUEES 
AU CONSEIL DU TRESOR ET ASSUJETTIES 
A LA POLITIQUE DE LA COMMISSION 

DE LA FONCTION PUBLIQUE 


**Fvaluation des politiques en matiére de dotation 


Roles et responsabilités du Conseil du Trésor du Canada et de la 
Commission de la Fonction publique en matiére de gestion du personnel 


*POUVOIRS STATUTAIRES EXCLUSIFS 
DU CONSEIL DU TRESOR DU CANADA 
(LAF, LRTFP ET LOIS SUR LA PENSION 
DE LA FONCTION PUBLIQUE) 


Organisation de la Fonction publique et détermination et controle 
des effectifs 

Détermination des besoins en ressources humaines et dispositions relatives 
a affectation et a l’utilisation efficace des ressources humaines 

Formation et perfectionnement 

Classification 

Traitement, heures de travail et congés 

Primes 

Normes de discipline 

Normes se rapportant aux conditions de travail, a "hygiene et 
a la sécurité sur les lieux de travail 

Role de l’employeur dans la négociation collective 

Mesures prises au nom du gouverneur en conseil en matiére de législation 
des pensions 

Politique sur les pensions de la Fonction publique 


POUVOIRS STATUTAIRES EXCLUSIFS DE LA 
COMMISSION DE LA FONCTION PUBLIQUE 
(LEFP) 


Politique se rapportant au processus de nomination 

Elaboration de normes de sélection, y compris les tests de 

_ compétence linguistique 

Elaboration des instruments de sélection, y compris les tests 

Délégation des pouvoirs de dotation 

Contréle et vérification des opérations de dotation par 
pouvoir délegué 

Appels et enquétes 

Recrutement et présentations 

Gestion des priorités statutaires 

Gestion des demandes d’exemptions en matiére de langues 
officielles 

Enquétes dans le domaine de l’anti-discrimination 
(confiées par le gouverneur en conseil) 


OPERATIONS DES PROGRAMMES A RESPONSABILITES 
PARTAGEES RELEVANT DE L’AUTORITE DU 
CONSEIL DU TRESOR DU CANADA 


Planification des ressources humaines 

Programmes d’adressant aux groupes spéciaux — femmes, autochtones, 
personnes handicapées, francophones 

Gestion de la catégorie de la gestion 

Gestion du régime d’autorisation en matiére de priorités a titre d’aide 
au Programme de réduction des effectifs 


*Incluent les pouvoirs statutaires du Président du Conseil du Trésor 
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